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ABSTRACT 
The implementation of the performance management system is important in every 
work situation since it has an impact on achieving the organisational goals of 
excellence. Therefore the purpose of this study is to investigate the implementation 
of the performance management system, with specific reference to employees 
attached to the Department of Education in the Graaff-Reinet District. 
 
 In order to achieve the research objective set out in this study a literature study was 
done which explains the performance management system, the principles for 
effective performance management, and how the system should be implemented. 
Furthermore, an empirical survey was undertaken in the form of a self-administered 
questionnaire which was delivered by hand and collected upon completion. The 
empirical results indicate that the performance management system appears not to 
have achieved its intended objectives and that the implementation of the 
performance management system does not adequately address the needs of both 
the employer and employee within the Graaff-Reinet District. 
 
Recommendations in this regard were made based on the literature review and 
empirical results. 
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CHAPTER ONE 
GENERAL INTRODUCTION 
 
1.1 . Background to the study 
In October 2000, the Province of the Eastern Cape began the design and 
development of a Performance Management System (hereafter referred to as PMS) 
for educators and non educators, which was implemented across the entire province. 
Through a process of broad consultation it was refined and adapted to meet the 
detailed requirements of the Department of Education.  In the course of the review 
process the Department of Public Service and Administration finalised the PMS.  A 
Performance Management Toolkit was developed as an additional management tool 
to effect the smooth implementation of the performance management system in all 
educational institutions (Performance Management and Development Manual, 2007: 
31).  
 
Within the Department of Education, performance management at the employee 
level is an on-going interactive process between an employee and the supervisor.  
Implementation of the performance management system therefore plays an 
important role within the department. Furthermore the PMS should promote a shared 
sense of responsibility amongst staff for the achievement of strategic goals and 
objectives and promote a culture of transparency and participation through open 
dialogue concerning goals and the achievement.  The issues of personal 
development and performance improvement are equally important and managers 
should effectively create conditions for their staff to perform optimally.  The PMS 
should be viewed as a means to an end, and its success will be measured by the 
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extent to which it contributes towards creating conditions for effective performance 
and overall contribution to service delivery (Performance Management and 
Development Manual, 2007:13). 
 
Based on the above brief overview, the proposed research will take the form of an 
assessment on the implementation of the Performance Management System within 
the Department of Education focusing on the Graaff-Reinet district. The Graaff-
Reinet district falls under the jurisdiction of the CACADU District Municipality (Sarah 
Baartman District) which operates within four local municipal areas, namely: 
Baviaans, Blue Crane, Camdeboo and Ikwezi. 
 
For purposes of this study it is proposed that the PMS is significant for the following 
reasons (Performance Management and Development Manual, 2007:12). 
 
• It optimises overall performance and service delivery of the department; 
• It instils a desired culture of high performance and service delivery; 
• Stretches performance boundaries; 
• Identifies high potential people; 
• Identifies development needs; and 
• Provides clarity on your role in the achievement of departmental and 
provincial goals. 
 
Performance management systems are important in the day-to-day management 
activities of an organisation as they are concerned with, inter alia, how work can be 
better organised in order to achieve improved results from employees. 
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1.2. Problem statement 
 
In the executive summary of the White Paper on Human Resource Management in 
the Public Sector, 1997, states that every employee performance will be assessed 
annually against mutually agreed objectives. It further states that the assessment will 
be aimed at identifying strengths and weaknesses in order to recognise and reward 
good performance and to manage poor performance.  
 
Chapter 5 (5.9.2) of the White Paper on Human Resource Management in the Public 
Sector, 1997, indicate that it is important to recognise and reward employees who 
perform exceptionally well, and whose service are particular valued  in order to 
encourage them to maintain the high standards they achieved and to encourage 
others to strive for improved performance.  
 
According to Chapter 1 part (a) of the Public Service Regulation, 2001, departments 
shall manage performance in a consultative, supportive and non-discriminatory 
manner in order to enhance organisational efficiency and effectiveness 
accountability for the use of resources and the achievement of results. Within one 
month after an appointment or promotion to a post the performance assessment 
procedures must be explain to the employee and to inform the employee of the 
criteria used for his/her performance assessment  (Public Service 
Regulation,2001:Chapter 1, part 8 (b.3). 
 
A successful PMS is based on mutual respect and tolerance of both employees and 
managers. To improve performance, access to developmental opportunities such as 
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training, mentoring and coaching must be created and provided to all staff members 
procedurally. The performance agreement is compulsory and newly appointed staff 
members must sign the agreement within 2 months of their appointment. 
Written performance reviews must be undertaken on a quarterly basis during the 
cycle. Each review must be completed by the 30th of the month following the quarter 
that was under review. These four reviews must take place in terms of policy 
prescriptions (Performance Management and Development Manual, 2007:14). 
 
 According to Chapter 5 (5.9.2) of the White Paper on Human Resource 
Management in the Public Sector,1997, states that in the event of disagreements 
with regard to measures that have been set in the final evaluation, the employee has 
the right to appeal against such an assessment that he or she believes to be unfair. 
The appeal procedure must be spelt out to staff members and all staff must have a 
job description (Performance Management and Development Manual, 2007:14). 
 
However, it appears that the above-mentioned protocols do not take place within the 
Department which has been selected for purpose of this study.  It further appears 
that assessments on performance are not undertaken within the given timeframe and 
some managers select not to submit same.  Employees who indicate that they need 
development in specific areas of their work are not given the opportunity primarily 
because of budget constraints within the department. Employees who perform well 
appear to receive unacceptable incentive rewards and they are often not consulted 
on these decisions by top management.  
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It appears that often employees are not assessed on their performance but rather on 
personal issues between them and their managers / supervisors. When grievances 
or disputes are made, the proper grievance procedures or protocols are not followed. 
A recurring trend appears to be for management to indicate that there is little that 
they can do and that their decisions are final.  Procedurally this is incorrect and  
contrary to what is stated in section 23 (1) of Chapter 2 of the Constitution of the 
Republic of South Africa, 1996, which prescribes that everyone has the right to fair 
labour practices.  Furthermore it appears that the assessment of work performance 
is viewed as being judgemental and in most cases it provokes anxiety.  
 
1.3. Aims of the study 
The primary aim of the study is to investigate the implementation of the Performance 
Management System with specific reference to employees attached to the 
Department of Education in the Graaff-Reinet District.  The researcher is an 
employee within the said department and it appears that the PMS has not been fully 
implemented.  This situation has led to tensions amongst members of staff as their 
progression in terms of advancement and remuneration appears to have been 
negatively affected.   
 
1.4. Research questions 
The research proposes to answer the following questions: 
 
1.4.1 When was the PMS introduced by the Department of Education at the Graaff-
Reinet District Office? 
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1.4.2 What consultation took place between management and employees in terms 
of introduction of the PMS? 
1.4.3 What are employee perceptions regarding the PMS by the Department of 
Education? 
1.4.4 Has the PMS reached its intended objectives at the Graaff-Reinet District 
Office?   
1.4.5 Can implementation of the PMS be improved and thereby enjoy better support 
from employees? 
 
A brief synopsis on the primary research objectives now follows.  
 
1.5. Research objectives 
The study has three main objectives, namely: 
 
 To assess implementation of the performance management system and 
whether it adequately addresses the needs of both the employer and 
employee; 
 To establish whether there is indeed a lack of support for the PMS by 
employees within the selected department; and 
 To propose recommendations on how to improve implementation of the PMS 
based on the literature review and empirical survey.  
 
1.6. Rationale/Motivation for the study 
According to Dye (1981:95) policies should not only be made and implemented but 
they should also be continuously analysed or reviewed. The current Performance 
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Management System Manual for the Eastern Cape Department of Education was 
last reviewed in 2006 and later approved in 2007.  There appear to be 
implementation problems associated with the PMS that need to be urgently 
addressed so that affected employees are more committed and motivated in terms of 
their duties.  Taken further, it further appears that the PMS, as a service delivery 
improvement tool, is not taken seriously by the Department of Education.  As an 
employee within this department, the researcher has been motivated to pursue this 
research in an effort to establish the implementation status of the PMS and its impact 
on employee perceptions. 
 
1.7. Research methodology  
Research methodology involves the application of a variety of standardized methods 
and techniques in the pursuit of valid knowledge (Mouton, 2001:35).  Research 
methodology involves truth-seeking (Gray, 2009:131).  This study will incorporate a 
quantitative research methodology approach.  The primary reason for selecting this 
approach is because the researcher is an employees of the Department of Education 
and a qualitative approach (with one-on-one or focus group interviews) would 
possibly have not allowed employees to express themselves freely.  Secondly the 
researcher holds the view that a quantitative approach with a suitably constructed 
questionnaire, will achieve the aims and objectives of the study. 
 
The quantitative research design used in this study is meant to generate important 
information from the target sample. Quantitative research is perceived to be 
objective in nature and involves examining, and concentrating on, measuring the 
phenomena being studied. It involves the collection and analysis of numerical data 
8 
 
and the application of statistical tests (Tonono, 2008:40). Quantitative research is 
more focused and aims to test assumptions, whilst qualitative research is more 
exploratory in nature. Quantitative research concerns aspects that can be counted. 
One of its most common disciplines is the use of statistics to process and explain 
data and to summarise research findings. In general, quantitative research is 
concerned with systematic measurement, statistical analysis and methods of 
experimentation (Fox &Bayat, 2007:7). 
 
Dzimbo, (1995:17) states that the qualitative research method is referred to as the 
interpretative ethnographic model of social science research, because it focuses on 
understanding the people deriving meaning from their world. According to 
Badenhorst (2008:92), qualitative research relies on data in the form of words; 
researchers seek meaning in human action. These researchers depend on 
description to express their data. However, Badenhorst (2008:23) holds the view that 
this does not mean that quantitative researchers cannot interpret their data for 
meaning or that qualitative researchers cannot use statistics to argue a point. What it 
does imply, is that the research project carries a consistency that extends from being 
primarily based in a qualitative or quantitative paradigm (Badenhorst, 2008:23).  
As previously mentioned, the quantitative approach will be employed for purposes of 
this study and the researcher will work closely under the guidance of the supervisor 
and a NMMU statistician in the refinement of the research instrument.   
 
1.8. Sampling 
According to Cooper and Schindler (2003:179) and Babbie and Mouton (2003:100), 
a population constitutes the entire collection of elements or groups in respect of 
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which inferences must be drawn. Babbie and Mouton (2001:219) further state that a 
sample is a smaller set of cases a researcher selects from a larger pool and 
generalized to the population.   For purposes of this study, all employees who are 
not managers and who are employed by the Graaff-Reinet District Department of 
Education will be invited to partake in the empirical survey.  It is proposed that in 
terms of the Department’s organogram for the Graaff-Reinet District Office, 
approximately 50 employees (who are below management level) will be invited to 
participate in the survey. 
 
1.9. Research techniques 
The researcher will make use of a self-administered questionnaire which will be 
delivered by hand to each respondent and collected at a later date.  According to 
Gray (2009:230) delivery and colleting questionnaires has the advantage over postal 
questionnaires in that there is some direct contact with potential respondents that 
might in turn induce a greater proportion of people to complete the questionnaire. 
The questionnaire will include both open-ended and closed questions.  It should be 
noted that the researcher will not participate in the administration or collection of the 
questionnaires for ethical reasons.   This task will be undertaken by a research 
assistant who will be fully briefed as to the correct ethical protocols pertaining to 
surveys.  
 
Questionnaires are research tools through which participants are requested to 
respond to the same set of questions in a predetermined order (Gray, 2009: 338). 
According to Gillham (2000) the advantage of questionnaires is as follows: 
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 They are low cost in terms of both time and money;  
 The inflow of data is quick and from many people; 
 Respondents can complete the questionnaire at a time and place that suits 
them best; 
 Data analysis of closed questions is relatively simple, and questions can be 
coded fairly efficiently ; and 
 The anonymity of respondents’ can be assured. 
 
After collecting the questionnaires data will be quantitatively, descriptively and 
statistically analysed by the researcher working under the guidance of the supervisor 
and NMMU statistician. 
 
1.10. Delimitation of the research 
This study will be limited to an assessment on the implementation of the 
Performance Management System within the Department of Education: Graaff-
Reinet District.  Furthermore the study will focus on non-educators/administrative 
support staff only and not educators. 
 
1.11. Ethical considerations 
Ethics refers to the moral principles guiding research.  It means conducting research 
in a way that goes beyond merely adopting the most appropriate research 
methodology, but conducting research in a responsible and morally defensible way. 
Ethics then, are sets of moral principles or norms that are used to guide moral 
choices of behaviour and relationships with others (Gray, 2009:69).  Furthermore 
any research that involves data gathering or contact with human populations 
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involves ethical consideration and it falls within four main areas; namely: avoid harm 
to participants, ensure informed consent of participants, respect the privacy of 
participants and avoid the use of deception(Gray, 2009: 73). 
 
According to Welman and Kruger (1999: 181) ethical considerations come into play 
at three stages of a research project, namely: 
 When participant are recruited; 
 During the intervention and/or the measurement procedure to which they are 
subjected; and 
 In the release of the result obtained. 
 
For the purpose of this study all research ethics will be strictly adhere to when 
conducting the study.  Consent has been obtained from the Acting District Director in 
the Department of Education: Graaff-Reinet, for the study to be undertaken and the 
confidentiality of participant will be assured.  Participants will be informed of their 
right to withdraw from the survey at any time without any adverse consequences. 
 
1.12. Overview of chapters 
Chapters will be organised as follows: 
 
Chapter 1 will present the field of study which will address the background of the 
study, problem statement, aims of the study, research questions, research 
objectives, hypotheses of the study, rationale and motivation for the study, research 
methodology to be employed, delimitation of the research and ethical considerations. 
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Chapter 2 will provide a literature review on issues that are pertinent to the study. 
 
Chapter 3 will present the research methodology employed for purposes of the 
research. 
 
Chapter 4 will review the research findings and data analysis. 
 
Chapter 5 will propose certain recommendations based on the literature review and 
empirical survey as well as the conclusion. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
13 
 
CHAPTER 2 
LITERATURE REVIEW 
2.1 Introduction 
The role of the employer and employee in implementing the performance 
management system in any work situation is of paramount importance. It is important 
since it has an impact on achieving the organisational goals of excellence. In this 
regard both the employer and employee should reflect quality engagement in 
working together in order to promote useful outcomes and to build an energetic and 
qualitative workforce. 
 
It is important that workers understand their work and the workplace policies which 
enhance their happiness and objective involvement. Proper understanding ensures 
that the system will motivate and engage the employer and employee meaningfully 
in order to improve workplace happiness and reliable outputs. 
 
Therefore the purpose of this chapter is to focus on issues that are pertinent to the 
implementation of the performance management system since the aim of this study 
is to investigate the implementation of the performance management system with 
specific reference to employees attached to the Department of Education in the 
Graaff-Reinet District as stated in Chapter One. 
 
Secondary sources of information have been consulted in compilation of this 
chapter. Useful information on the basic requirements for research and report writing 
were obtained from appropriate guides.  
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Following the introduction will be a discussion on the performance management 
system. Secondly, the purpose of the performance management system will be 
reviewed followed by the characteristics. The principals for effective performance 
management will be analysed followed by a discussion on the implementation of the 
performance management system.  A discussion on rating and the challenges 
relating to the implementation of the performance management system will follow.  
 
2.2. Performance Management System 
According to Walker, Boyne and Brower (2010:26) the performance management 
system is intended to direct the attention of public officials towards organisational 
achievements rather than inputs or procedures. It is known as managing for outcome 
(Walker et al, 2010:26). 
 
Marchington and Wilkinson (2005:187) indicate that the performance management 
system aims directly to link individual goals, departmental purpose and 
organisational objectives. It incorporates issues that are central to many other 
elements of Human Resource Management, such as appraisal and employee 
development, performance- related pay and reward management, individualism and 
employee relations. Performance management systems are synonymous with the 
totality of day-to-day management activity because they are concerned with how 
work can be organised in order to achieve the best possible results (Marchington 
and Wilkinson, 2005:187). 
 
According to Nel, Werner, Haasbroek, Poisat ,Sono and Schultz (2008:493), 
performance management systems can be defined as a holistic approach and 
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process towards the effective management of individuals and groups to ensure that 
their shared goals as well as the organisational strategic objectives are achieved. 
This process entails the following: 
 Clarification and communication of organisational strategic objectives, 
 The alignment of individual and group goals with the organisational objectives, 
 The monitoring and measurement of individual and group performance, 
 The early identification and reporting of deviations, 
 The coaching and mentoring of individuals and groups, and 
 The review of individual and group performance and the re-evaluation of 
organisational processes. 
 
Van Dooren, Bouckaert and Halligen (2010: 30) state that performance management 
is a type of management that incorporates and uses performance information for 
decision making. Furthermore the performance management system is a process 
which significantly affects organisational success by having managers and 
employees working together to set expectations, review results and reward 
performance (Grobler, Warnich, Carrell, Elbert & Hatfield, and 2011:293). 
 
 According to Reeves, Fordes, O’Brien, Smith and Tomlinson (2002: 4), the 
performance management system is a specific set of practices developed to control 
the behaviour of individuals in an organisation. 
 
2.3. The Purpose of the Performance Management System 
Nel et al (2008:494) state that performance management has three major purposes, 
namely: 
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 It is a process for strategy implementation, 
 It is a vehicle for cultural change, and 
 It provides input to other Human Resource systems such as development and 
remuneration. 
 
According to the Management Study Guide (2008-2013) the major purposes of the 
performance management system are the following: 
 To enable the employees towards achieving superior standards of work 
performance; 
 To help the employees in identifying the knowledge and skills required for 
performing the job efficiently as this would drive their focus towards 
performing the right task in the right way; 
 To boost the performance of the employees by encouraging employee 
empowerment, motivation and implementation of an effective reward 
mechanism; 
 To promote a two- way system of communication between the supervisors 
and the employees for clarifying expectations about the roles and 
accountabilities, communicating the functional and organisational goals, and 
providing regular and transparent feedback for improving employee 
performance and continuous coaching; 
 To identify the barriers to effective performance and resolve those barriers 
through constant monitoring, coaching and development interventions; 
 To create a basis for planning, promotions and performance- based payment; 
and 
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 To promote personal growth and advancement in the career of the employees 
by helping them in acquiring the desired knowledge and skills. 
 
According to Lee (2005:59), the real purposes of the performance management 
system are threefold, namely: 
 To correct poor performance, 
 To sustain good performance, and 
 To improve performance. 
 
Lee (2005:59) further states that all performance management systems should be 
designed to generate information and data exchange so that the individuals involved 
can properly dissect performance, discuss it, understand it and agree on its 
character and quality. 
 
The overall purpose of the performance management system is to provide a 
mechanism to assess, review and account for the actual achievement of a 
department. The intended outcome is a continuous improvement process focusing 
on capacity and capacity utilisation, which should therefore result in improved 
service delivery (Performance Management and Development Manual, 2007: 8). 
 
2.4. Characteristics of the Performance Management System 
According to Singh (2008), the characteristics of the performance management 
system are the following: 
 It is a constant process that starts during the hiring process and continues for 
a year; 
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 It includes strategy formulation, task allocation, review and evaluation of work 
and determining the potential; 
 It encourages employees to achieve assigned targets. It offers them a chance 
to take part in the performance development plan formulation and assists 
them in their development; and 
 It gives a chance to managers and employees to openly discuss issues of 
performance expectations and evolve a plan for meeting the organisational 
expectations. 
 
2.5. Principles of Effective Performance Management Systems 
According to Strebler, Bevan and Robertson (2001), the principles for an effective 
performance management system are the following: 
 Have clear aims and measurable criteria; 
 Implement with appropriate employee involvement; 
 Be simple to understand and operate; 
 Allow employees a clear line of sight between their performance goals and 
those of the organisation; 
 Focus on role clarity and performance improvement; 
 Be closely allied to a clear and adequately resourced training and 
development infrastructure; 
 Make crystal clear the purpose of any direct link to rewards and build in 
proper equity and transparency safeguards; and 
 Be regularly and openly reviewed against their success criteria. 
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2.6. Implementation of the Performance Management System 
According to Sloman (1997:167), for effective implementation of the performance 
management system the following requirements must be met: 
 A vision of objectives is communicated to employees; 
 Departmental and individual performance targets are set within wider 
objectives; 
 A formal review of progress towards targets is conducted, and  
 The whole process is evaluated to improve effectiveness. 
 
Furthermore the Performance Management and Development Manual (2007:31) 
states that the performance management cycle must be divided into integrated 
phases or elements for the implementation to be effective. The integrated phases or 
elements are as follows: 
 Performance Planning and Agreement; 
 Performance Monitoring and Development; 
 Performance Assessment and Appraisal; and 
 Managing the Outcomes of Assessment. 
 
2.6.1 Performance Planning and Agreement 
This is the first and most important step of the process as it forms the foundation for 
the management of individual performance. It is derived from the business plan, 
taking into account the requirement of all other plans (Performance Management 
and Development Manual, 2007: 32). 
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According to Grote (2002: 21), performance planning is a discussion. It typically 
involves a meeting of approximately an hour between the appraiser and an 
appraisee.  Grote (2002:21) further states that the agenda for this meeting includes 
four major activities, namely 
1. Coming to agreement on the individual’s key job responsibilities, 
2. Developing a common understanding of the goals and objectives that need to 
be achieved, 
3. Identifying the most important competencies that the individual must display in 
doing the job, and 
4. Creating an appropriate individual development plan. 
 
Performance planning is the bedrock of an effective performance management 
system. It allows a manager the chance to talk about his or her expectations and 
what he or she sees as genuinely important in the individual’s job and it gives the 
individual a clear operating charter so that he or she can go about doing his or her 
job with the full certainty that he or she is working on the highest priority 
responsibilities and operating in a way that the organisation expects (Grote, 2002: 
21).  According to Nel et al (2008: 494), the manager and subordinate must agree on 
specific times for formal checks to be made on progress towards meeting the said 
goals. 
 
Minnaar (2010:67) states that performance planning concentrates on formulating 
indicators and targets that can be used to activate, measure and evaluate 
performance. It involves categorising core functions to identify key performance 
areas (KPAs). The KPAs are a specific area in respect of which the institution will 
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manage and monitor institutional performance. A specific KPA may include a number 
of outcomes identified as core institutional mandates (Minnaar, 2010:67). 
In an institutional plan each and every goal, objective and activity must be linked to a 
performance indicator and performance target. The key performance indicators (also 
known as KPI’s), help an organisation define and measure progress towards 
organisational goals and it is quantifiable measurements that reflect the critical 
success factors of an organisation (Minnaar, 2010: 69). 
 
Furthermore, according to Grote (2002: 22), the responsibilities of the manager in 
the performance planning phase are the following: 
 To review the organisation’s mission statement, or vision and values, and 
your own department goals; 
 To read the individual’s job description. Think about the goals and objectives 
the person needs to achieve in the upcoming appraisal period; 
 To identify the most important competencies that you expect the individual to 
demonstrate in performing the job; 
 To determine what you consider to be a fully successful performance in each 
area; 
 To discuss and come to agreement with the individual on the most important 
competencies, key position responsibilities, and goals; and 
 To discuss and come to agreement on the individual’s development plan. 
 
The responsibilities of the employee, according to Grote (2002: 24), in the 
performance planning phase are the following: 
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 To review the organisation’s mission statement and your own department’s 
goals; 
 To review your job description and determine your critical responsibilities; 
 To think about your job and identify the most important goals you feel you 
should accomplish in the upcoming appraisal period; 
 To think about what you consider to be fully successful performance in each 
area; 
 To discuss and come to an agreement with your appraiser on the important 
competencies for your job, key position responsibilities and goals; 
 To discuss and come to an agreement on your personal development plans; 
and 
 To make full notes on a working copy of the performance appraisal form. 
Keep the original of the form and give a copy to the appraiser. 
 
The agreement is the cornerstone of performance management at the individual 
level. All employees are required to enter into a signed agreement by 30 April each 
year, after the commencement of the new cycle and within two months after starting 
a new job (Performance Management and Development Manual, 2007: 32). 
 
The Performance Management and Development Manual (2007:32) further states 
that there are three kinds of agreements which fall within the jurisdiction of the 
Department of Education, namely: 
 A Performance Agreement (SMS), 
 A Workplan Agreement (salary level 6-12), and 
 A Standard Frame Work Agreement (salary level 1-5). 
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The performance agreement records the outcome of performance planning and also 
records how performance will be measured and the evidence that will be used to 
establish levels of competency. It is important that these measures and evidence 
requirements should be identified and fully agreed upon at this stage because they 
will be used by individuals as well as managers to monitor and demonstrates 
achievements (Armstrong, 2009: 70). 
 
2.6.2 Performance Monitoring and Development 
Performance at the individual level must be continuously monitored to enable the 
identification of performance barriers and changes and to address development and 
improvement needs as they arise (Performance Management and Development 
Manual, 2007:36). 
 
According to Nel et al (2008:446), development is about preparing the individual to 
excel in higher levels of functioning and reasoning. Development involves learning 
that is not necessarily related to the employee’s current job, since it also aims to 
prepare employees for future positions and career paths (Nel et al, 2008:446). 
 
Van der Westhuizen, Wessels, Swanepoel, Erasmus, Van Wyk and Schenk (2011: 
266), state that development focuses on the future and the improvement of individual 
performance. According to Marchington and Wilkinson (2005:260), the benefits for 
development are as follows: 
 It helps with career advancement; 
 It develop reflection skills for now and in the future, and 
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 It transfers development skills to the workplace. 
 
Therefore the performance agreement, work plan agreement and standard frame 
work agreement must include a personal development plan since effective 
performance management requires empowering workers to improve their 
performances (Gomez-Mejia, Balkin & Cardy, 1998:223). 
 
According to Singh (2008), a performance development plan focuses on enhancing 
the performance levels of the employees. It provides additional motivation to exceed 
them. A well designed performance development plan is important from an 
organisation’s point of view as the growth of the organisation depends to a large 
degree on the employee’s performance (Singh, 2008).  
 
Singh (2008) further articulates that a performance development plan highlights 
areas requiring improvement, assesses the current performance and analyses its 
impact on the organisation, shows the way to enhance the performance and 
identifies the potential of the employees. In determining performance standards one 
should take the following steps into consideration: 
 Define the short term goals; 
 Define long term goals. This involves quarterly or annual goal setting;  
 Find out the requirement of resources and the need for training. This also 
involves budgetary concerns. Start by finding out the areas that require 
improvement; 
 Highlight the incentives for achieving the process. These reward and 
recognise the employees; and 
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 Record every plan made for future reference as documentation is an 
important element. 
 
Thus a performance development plan should be clearly developed taking the 
above- mentioned pointers into consideration and it should aim at performance 
improvement in the pre-determined period (Singh, 2008). 
 
The Performance Management and Development Manual (2007:35) states that the 
purpose of the personal development plan is to identify any performance output, 
shortfall in the work of the employee, either historical or anticipated, to relate this to a 
supporting generic assessment factor shortfall and then to plan and implement a 
specific set of actions to reduce the gap. The generic assessment factor is an 
element used to describe and assess performance by taking knowledge skills and 
attributes into consideration.  
 
The personal development plan should include interventions relating to the technical 
or occupational hard skills of the job through appropriate training interventions, on- 
the- job training, expanded job exposure and job rotation. The employee and the 
supervisor are required to take joint responsibility for the achievement of the 
performance development plan with allocated accountability clearly recorded on the 
performance development plan agreement document (Performance Management 
and Development Manual, 2007: 36). 
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2.6.3 Performance Assessment and Appraisal 
According to Cardy and Dobbins (1994: 2), a performance appraisal is a formal and 
systematic process by means of which the job- relevant strengths and weaknesses 
of employees are identified, observed, measured, recorded and developed. The 
centrepiece of the performance appraisal entails making managerial judgement on 
how good or bad an employee’s performance was. Good performance 
measurements must be consistent throughout the organisations. That is, all 
managers in the organisation must maintain comparable rating standards (Gómez-
Mejia et al, 1998: 204).  The performance appraisal must take a future- oriented view 
of what workers can do to achieve their potential in an organisation. This means that 
the manager must provide workers with feedback and coach them to higher levels of 
performance (Gómez-Mejia et al, 1998:204). 
 
According to Grote (2002:1), a performance appraisal is a formal management 
system that provides for the evaluation of the quality of an individual’s performance 
in an organisation. The appraisal is usually prepared by the employee’s immediate 
supervisor. The procedure typically requires the supervisor to fill out a standardised 
assessment form that evaluates the individual on several different dimensions and 
then discusses the results of the evaluation with the employee. 
 
Badenhorst, Cant, de J Cronje, du Toit, Erasmus, Grobler, Krüger, Machado, Marais, 
Marx, Strydom & Mphofy (2003:211), state that the performance appraisal 
determines in  which aspects the employee performed exceptionally well, who 
complied with the requirements for the job and who did not. Such an appraisal has 
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also been called employee rating, employee evaluation, performance review, 
performance evaluation and result appraisal. 
 
2.6.3.1Purpose of a Performance Appraisal 
Grote (2002: 4) further states that a performance appraisal serves a dozen different 
organisational purposes, namely: 
 Providing feedback to employees about their performance; 
 Determining who gets promoted; 
 Facilitating layoff or downsizing decisions; 
 Encouraging performance improvement; 
 Motivating superior performance; 
 Setting and measuring goals; 
 Counselling poor performers; 
 Determining compensation changes; 
 Encouraging coaching and mentoring; 
 Supporting manpower planning or succession planning; 
 Determining individual training and development needs; 
 Determining organisational training and development; 
 Confirming that good decisions are being made; 
 Providing legal defensibility for personnel decisions; and 
 Improving overall organisational performance. 
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2.6.3.2Principals of the Performance Appraisal 
Chapter 5 (section 5.9.2) of the White Paper on Human Resource Management in 
the Public Sector, 1997, makes provision for the following principles regarding 
performance appraisals: 
 
 Result orientation 
The employee’s performance should be assessed on the basis of a work plan 
covering a specified period, setting out clear his/her responsibilities and the 
objectives to be achieved. These objectives should be expressed in terms of outputs 
to be delivered within a given timeframe, and should include personal development 
as well as operational objectives. The workplan should be mutually agreed upon 
between the employee and his/her manager. The assessment process should 
include both a written assessment completed at no less than yearly intervals, and 
regular discussions during this period to monitor progress and take remedial action 
where necessary. 
 
 Training and development 
The performance assessment process will help to identify strengths and weaknesses 
and the interventions which are needed to deal with these, including the employee’s 
future training and needs and other developmental interventions such as career 
counselling, coaching and mentoring. 
 
 Rewarding good performance. 
It is important to recognise and reward employees who perform exceptionally well, 
and whose skills are particularly valued in order to encourage them to maintain the 
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high standards they have achieved, and to encourage others to strive for improved 
performance. 
2.6.3.3 Steps in developing Performance Appraisal 
According to Grobler et al (2011: 299-300), the steps followed in developing a 
performance appraisal  will vary somewhat from organisation to organisation but 
nonetheless the general guidelines discussed below will be followed by most 
employers when developing an appraisal system: 
 
1. Determine performance requirements.  
In the first step of the process, administrators must determine what skills, outputs 
and accomplishments will be evaluated during each appraisal. These may be 
derived from specific job descriptions or they may be a uniform set of employee 
requirements included in all performance appraisals. Policy- makers must determine 
exactly what areas of performance are going to be reviewed and how these areas 
are related to the organisation’s strategic goals. 
 
2. Choose an appropriate appraisal method 
Several methods may be used to appraise performance; no one method is best for 
all organisations. The manner in which a supervisor conducts the performance 
appraisal is strongly determined by the method. 
 
3. Train supervisors 
A critical step in the performance appraisal process is training supervisors so that 
they prepare fair and accurate appraisals and effectively communicate the evaluation 
to the employee. 
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4. Discuss methods with employees 
Prior to the appraisal interview, supervisors should discuss with employees the 
method that will be used. This discussion should specify which areas of performance 
are evaluated, how often, how the evaluation takes place and its significance to the 
employee. 
 
5. Appraise according to job standards 
The performance appraisal should evaluate the employee’s work according to 
predetermined work requirements. Comparison with specific requirements indicates 
what the employee has or has not done well. 
 
6. Discuss appraisal with employee 
In some organisations, appraisal discussions are omitted whenever specific 
evaluative objectives for merit raises or promotions have been met. The general 
trend, however, is to make sure that the supervisors discuss the appraisal with their 
employees, allowing employees to discuss areas of agreement and disagreement. 
The supervisor should emphasise positive work performance. 
 
7. Determine future performance goals. 
A critical aspect of performance appraisal is the use of goal setting. How specifically 
or rigidly these goals are to be pursued is determined by the appraisal method used. 
Even if goals are only broadly discussed, setting goals for the employee’s future 
appraisal period is critical because it gives the employee direction for continued or 
improved performance. On leaving the appraisal discussion, the employee feels 
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comfortable knowing how past performance has been viewed and what needs to be 
accomplished to meet future expectations. 
 
2.6.3.4Potential pitfalls of Performance Appraisal 
Willson-Kirsten (2012:45) states that the potential pitfalls with regard to the 
performance appraisal are the following: 
 Impact on employee trust and initiative 
An employee might experience a performance appraisal as a negative, leading to 
reduce trust in the employer, thereby reducing the employee’s self-confidence and 
willingness to take the initiative. 
 Impact on teamwork 
Because performance appraisal is focused on the individual, it might be detrimental 
to teamwork. 
 Lack of recognition of risk-taking 
Performance appraisal does not reward a person for improving a system or taking a 
risk. 
 Information problems 
If the information is incomplete or inaccurate, the results of an appraisal will be 
misleading, and it might have to be abandoned altogether. 
 Poor measurement of quality 
An appraisal may not measure quality effectively. 
 Administrative load 
Supervisors and managers may see the appraisal process as increasing their 
administrative work load. 
 Actual impact 
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Appraisal may not result in much change in actual performance. 
 Trade union opposition 
Appraisal systems are running the risk of being challenged by trade unions 
 Design problems 
Poorly designed performance appraisals will not measure what they are supposed to 
measure, or it may be difficult to understand how they should be applied. 
 Inappropriate standards 
There could be a lack of relevant standards, or standards may be subjective, unclear 
and unrealistic. 
 Results are ignored 
Employees may not take the evaluation seriously, especially when there is no clear 
link to reward. 
 
2.6.3.5. Difference between Performance Appraisal and Performance Management 
According to Armstrong and Baron (2005:14), the terms ‘performance management’ 
and ‘performance appraisal’ are sometimes used synonymously but they are 
different. Performance management is a comprehensive, continuous and flexible 
approach to the management of organisations’ teams and individuals which involves 
managers making top-down assessments and rating the performance of their sub 
ordinates at an annual performance meeting. 
 
The following is a summary of the differences between performance appraisal and 
performance management (Armstrong & Baron, 2005: 15): 
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PERFORMANCE APPRAISAL PERFORMANCE MANAGEMENT 
Top-Down assessment Joint process through dialogue 
Annual appraisal meeting Continuous review 
Use of rating Rating less common 
Monolithic system Flexible process 
Focus on quantified objectives Focus on value and behaviours as well 
as objectives 
Often linked to pay Less likely of direct link to pay 
Bureaucratically-complex paperwork Documentation kept to a minimum 
Owned by HR department Owned by line manager 
 
Table 2.6.3.5 (Source: Armstrong & Baron, 2005: 15) 
 
2.6.4. Managing the Outcomes of Assessment 
Chapter 1 part 8 (d) of The Public Service Regulation, 2001, states that the 
employee’s supervisor shall inform the employee in writing of the outcomes of the 
performance assessment.  It further states that if an employee is not satisfied with 
the outcomes of her/ his assessment, he/she may appeal against the outcome. 
An executing authority shall not communicate the outcome of an employee’s 
performance assessment to a person not employed in his or her department unless 
the employee has consented in writing to this.   
 
According to Van der Westhuizen et al (2011: 288), there are two basic outcomes 
that follow from an effective performance management process and that need to be 
managed, namely satisfactory performance and unsatisfactory performance. 
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2.6.4.1 Managing satisfactory performance 
Van der Westhuizen et al (2011: 288) further state that irrespective of the approach 
used, those involved in the performance management system must realise that there 
are three ways of recognising good performance, which are: (i) pay progression, (ii) 
performance bonuses, and (iii) non-financial rewards. 
 
 Pay progression 
Generally pay progression refers to an upwards progression in remuneration from a 
lower remuneration package to a higher remuneration package. 
 
 Performance bonuses 
This is a once- off payment reward when an employee performs outstandingly well. 
 
 Non-financial rewards 
Non-financial rewards require one to devise more creatively conceived rewards for 
performance. Among the most common that could be applied are: 
 Increased autonomy to organise one’s own work; 
 Acknowledgement and recognition of performance in official publications or 
other publicity material; and 
 Recognition of specific achievements or innovations in public. 
 
2.6.4.2 Managing unsatisfactory performance 
Systematic remedial and developmental support should be provided to assist the 
relevant underperforming employee to improve his or her performance. In short, it 
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means implementing corrective measures. Corrective measures involve various 
options. These include such options as training or re-training, counselling or 
coaching, setting clear work performance standards, providing enabling working 
facilities and resources, and designing a personal development plan(Van der 
Westhuizen et al, 2011: 289). 
 
If the performance is unsatisfactory and the desired improvement cannot be 
effected, steps should be considered to discharge the employee for unfitness or 
incapacity to carry out his or her duties.  However, the Labour Relation Act 66 of 
1995 requires a proper investigation before action is taken against an employee 
for poor work performance. According to Grogan (2008: 213), an investigation is 
essential because it may well be determined afterwards that an employee’s poor 
work is attributable to factors such as inadequate equipment or institutional 
problems, which are frequently beyond the control of the employee. 
 
According to Marchington and Wilkinson (2005: 201), where poor performance is 
identified, the following are suggested: 
 The employee should be asked for an explanation and the explanation 
checked; 
 Where the reason is a lack of the required skills, the employee should, 
wherever possible, be helped through training and given reasonable time 
to reach the required standards; 
 Where the employee is then unable to reach the required standards, it 
should be considered whether alternative work could be found; and 
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 Where alternative work is not available, the position should be explained to 
the employee before dismissal proceedings begin. 
 
2.7. RATING 
According to Nel, Gerber, van Dyk, Haasbroek, Schultz, Sono and Werner 
(2001:524-527), there are two rating techniques, namely relative rating techniques 
and absolute rating techniques.  These now follow. 
 
2.7.1 Relative rating techniques 
 Ranking 
Ranking entails the ordering of individuals according to overall merit or selected 
performance factors, from the best to the worst performer. It is a very simple 
technique and is usually very subjective. It should only be used when small numbers 
of employees are to be rated. This ranking method compares performance amongst 
a group of employees, but is not directed at personal development (Nel et al, 
2001:524). 
 
 Force distribution 
Categories are chosen to which a certain percentage of workers in a group are 
assigned. These categories usually range from poor performance through to superior 
or outstanding performance. The forced distribution of percentages does not have to 
comply with the requirements of a normal distribution curve (Nel et al,2001:525). 
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The distribution curve for the Department of Education: Eastern Cape is as follows: 
Performance Category Total Score The following % and 
staff should normally fall 
within this category 
Unacceptable 
performance  
39% and lower 2% 
Performance not fully 
effective 
40%-59% 10% 
Performance fully effective 60%-69% 72% 
Performance significantly 
above expectation 
70%-79% 10% 
Outstanding performance 80%-89% 5% 
90% 1% 
 
Table 2.7.1.1 (Performance Management and Development Manual, 2007:44) 
 
 Paired comparisons 
In this technique, each worker is compared with every other worker in a selected 
group. The final ranking of each individual is then determined by the number of times 
he or she was judged to be better than the others. This measurement instrument 
becomes cumbersome when large numbers of employees are involved. The 
disadvantage is similar to those of the ranking technique (Nel et al, 2001:525) 
 
According to Nel et al (2008: 500), many organisations are using forced ranking and 
forced distribution rating techniques because they: 
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 create and sustain high performance by eliminating weak performers and 
retaining strong performers; 
 establish well-defined consequences such as larger salary rewards; 
 make performance management a corporate priority; and 
 inform employees about their standard performance. 
 
2.7.2 Absolute rating techniques 
 Essay method 
The essay method requires the person rating to write a report in the form of an 
essay, usually describing the strengths and weaknesses of the employee. It is a 
time-consuming method, dependent on the writing skill of the rater and reliant on 
comprehensive reporting. It can, however, be a valuable feedback tool (Nel et al, 
2008:500). 
 
 Critical Incidents 
This technique focuses on the continuous recording of actual job behaviours that are 
typical of success or failure. Incidents reflecting good and bad performance are 
noted. It is a time-consuming method and can be influenced by incidents that are 
recorded towards the end of the review period, or by incidents that may have been 
omitted (Nel et al, 2008: 500). 
 
 Forced choice 
The rater is provided with a list of paired job-related descriptions from which he or 
she is forced to choose the description that best fits the employee in each case. It is 
a partly objective method of evaluation, but the rater may be forced into making a 
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choice between two descriptions, neither of which may fully describe the employee’s 
performance (Nel et al, 2008: 500). 
 
Graphic rating scales 
According to Nel et al (2008: 500), various characteristics that relate to the specific 
job are selected. The rater makes a choice across a continuum between two poles, 
usually ranging from ‘strongly agree’ to ‘strongly disagree’, or from ‘exceptional’ to 
‘poor’. The graphic rating scale is popular because it is easy to understand and 
apply; it is standardised, acceptable to users, less time- consuming, and provides a 
high degree of consistency (provided that all raters are trained to avoid rate errors). 
 
Behaviourally-anchored rating scales (BARS) 
According to Nel et al (2001:526), the BARS technique combines graphic rating 
scales with examples of critical incidents. These rating scales are job specific and 
require a high level of participation from supervisors. The complex development 
procedure of the BARS technique makes it time-consuming and expensive. 
 
 Management by objective (MBO) 
Management by objective is a surprisingly simple feedback system. It is based on 
the concept of a contract between a manager and his or her subordinates. Both 
sides agree to certain objectives and to certain levels of personnel and money as 
reasonable support for those objectives. Then both supervisor and subordinate meet 
periodically to monitor progress on the objective (Swiss, 1991:62-63). 
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According to Nel et al (2008:501), management by objective has somewhat declined 
owing to the fact that it tends to address results and not how the performance should 
be managed. 
 
2.7.3 Rater-errors 
According to Bohlander and Snell (2010: 377), with any rating method certain types 
of errors can arise and should be considered. Some types of rating errors are 
distributional errors in that they involve a group rating given across various 
employees. For example, raters who are reluctant to assign either extremely high or 
extremely low ratings commit the error of central tendency. 
 
According to Nel et al (2008, 501), performance ratings are fraught with danger, 
mainly because human agendas come into play. An ever- present problem in the 
performance management process is inconsistency of standards between raters. 
The problem lies in the way that different people define standards. 
 
The halo effect is also a problem and it occurs when a manager’s rating of a 
subordinate on one characteristic biases the way that other characteristics are rated. 
For example, if the employee has successfully added value to the organisation 
through the development of higher skills, she or he may be rated satisfactory overall, 
even if she or he has not added value in other areas that were agreed upon. 
Likewise, failure in one area may negatively influence an overall rating (Nel et al, 
2008:502). 
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Some raters find it difficult or unpleasant to evaluate individual employees higher or 
lower than others, even though job performance may reflect substantial differences. 
In this case, they may tend to rate everyone as average, resulting in central 
tendency (Nel, 2008:5). 
 
2.8. Challenges with implementation of the Performance Management System 
In most cases the employee is unlikely to discuss performance problems openly and 
therefore development needs are overlooked. The performance management 
system is often seen as time-consuming.  There are likely to be problems in terms of 
meaningfulness, objectivity, accuracy, validity and equity. What is meaningful may 
not necessarily be measurable (Marchington & Wilkinson, 2005:196).  
 
Feedback is critical to performance management, yet not all managers are skilled or 
trained in this regard. Managers may feel embarrassed about commenting on 
standards and broaching personal or behavioural traits may be particularly difficult 
(Marchington & Wilkinson, 2005:196).   
 
Where weak performance is the issue and the consequences may lead to loss of 
earnings or even dismissal, avoidance is a typical response.  Furthermore, there 
may be personality conflicts, or difficulties arising from attempts to motivate people 
who, for whatever reason, are not committed to organisational goals.  Difficult and 
“bizarre” personalities are particular difficult to deal with (Marchington & Wilkinson, 
2005:198).  According to Van Rooyen (2010), poor measures are developed and in 
many cases targets are set but no relevant measurement is put in place.  In other 
cases no data can be collected, neither is it kept as evidence to track performances.   
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Departments may be apprehensive about implementing the performance 
management system owing to fears about  how the results will be interpreted, what it 
may indicate about the department’s performance or a lack of clarity of how it will 
affect the department and its employees.  Organisational culture may work against 
the drive to support implementation (Brown, 2008).  The implementation period for 
performance management can also be unnecessarily prolonged.  If performance 
management is not viewed as an integral part of job performance, managers will not 
invest the time and energy to support its success (Brown, 2008). 
 
2.9. Conclusion 
It is proposed from the above overview that for effective implementation, the 
performance management cycle must be divided into integrated phases or elements, 
namely: 
 Performance planning and agreement; 
 Performance monitoring and development; 
 Performance assessment and appraisals, and 
 Managing the outcomes of assessments. 
 
It is also important to be aware of the purpose, characteristics, principles, rating and 
challenges of the performance management system in order to implement it 
effectively and correctly. The researcher proposes that if the performance 
management system is effectively implemented and understood as stated above, 
employees will be motivated and inspired to reach the organisational goals of 
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excellence.  The employer will then be the driving force or light for excellent service 
delivery. 
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CHAPTER THREE 
RESEARCH METHODOLOGY 
 
3.1. Introduction 
Research is about studying or investigating a problem. It is also about increasing 
understanding or adding to existing knowledge. There are methods and techniques 
to be used in order to find a solution, answer and understanding to a problem. 
Therefore the purpose of this chapter is to present the research methodology 
employed by the researcher in order to find the answer or solution to the problem 
being investigated. 
 
Following the introduction is a discussion on research methodology and also a 
discussion on the sampling method employed for purposes of the study.  A review on 
the research techniques employed is also presented followed by the conclusion.   
 
3.2. Research Methodology 
According to Ary, Jacobs and Razavieh (2002:16), research is the application of the 
scientific approach to study a problem. It is a way to acquire dependable and useful 
information. Its purpose is to discover answers to meaningful questions by applying 
scientific procedures. Research is done to gain insight into an issue that is not 
understood (Ary et al, 2002:16). 
 
McMillan and Schumacher (2010:8) define research as a systematic process of 
collecting and logically analysing data for some purpose. Punch (2009:10) sees 
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research as an organised and systematic and logical process of inquiry, using 
empirical information to answer questions. 
 
According to Gray (2009:2), research is a systematic and organised effort to 
investigate a specific problem that needs a solution. Gray further states that research 
may also be concerned with clarifying, validating or building a theory. Research 
methodology involves truth seeking (Gray, 2009:35). 
 
Menter, Eiliot, Hulme, Lewin and Lowden (2011:3) state that research is a systematic 
enquiry the outcomes of which are made available to others.  These authors propose 
the following three elements in relation to the above statement, which are the 
following: 
 
1. Enquiry:  This can be taken to mean finding out or investigating, trying to 
develop some new knowledge and understanding; 
2. Systematic:  For enquiry to be considered to be research it is necessary that 
there is some order to the nature of the enquiry, that it has a rationale and an 
approach which can be explained and defended; and  
3. Sharing outcomes:  The form in which the outcomes are disseminated may 
vary enormously, but the key point being made here is that, if it is only the 
researcher her or himself who is aware of the outcomes of the research, then 
the significance of the activity is very limited and may be better described as a 
form of reflection or personal enquiry rather than research. 
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Research methodologies involve the application of a variety of standardised methods 
and techniques in the pursuit of valid knowledge (Mounton, 2001:35). According to 
Birley and Moreland (1998:31), methodologies can predominantly be classified in 
various ways, namely: 
 Qualitative research; and 
 Quantitative research. 
 
Blaikie (2010:204) proposes that it has become common practice to divide research 
methods into quantitative and qualitative research.  A combination of both 
methodologies is often adopted by researchers’ and this is known as the 
triangulation approach.  
 
3.2.1 Qualitative Research 
Wiersma (1995:12) states that qualitative research describes phenomena in words 
instead of numbers or measures. Qualitative research has its origins in descriptive 
analysis, and is essentially an inductive process, reasoning from the specific 
situation to a general conclusion. Qualitative research, on the other hand, is more 
closely associated with deduction, reasoning from general principles to the specific 
situation (Wiersma, 1995:12). 
 
Wiersma (1995:12) further states that qualitative research in its purest sense follows 
the naturalist paradigm, that research should be conducted in the natural setting and 
that the meanings derived from research are specific to that setting and its 
conditions. The approach is that of a holistic interpretation of the natural setting. It 
does not emphasise a theoretical base for whatever is being studied at the beginning 
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of the research. A theory may develop as the research is conducted: if it does it may 
change, be dropped, or be refined as the research progresses (Wiersma, 1995: 13). 
 
Qualitative research is context-specific with the researcher’s role being one of 
inclusion in the situation. It is based on the notion of context sensitivity, the belief that 
the particular physical and social environment has a significant bearing on human 
behaviour. It is also done for the purpose of understanding social phenomena, social 
being used in a broad sense (Wiersma, 1995:13). 
 
According to Blaikie (2010:204), qualitative research is more concerned with 
producing discursive descriptions and exploring social actors’ meanings and 
interpretations. Qualitative research is commonly referred to as field research or 
ethnography.  Ethnography literally means producing a picture of the way of life of 
some group (Blaikie, 2010:206). 
 
Dzimbo, (1995:17) on the other hand, states that the qualitative research method is 
referred to as the interpretative ethnographic model of social science research, 
because it focuses on understanding the people deriving meaning from their world. 
According to Badenhorst (2008:92), qualitative research relies on data in the form of 
words; researchers seek meaning in human action. These researchers depend on 
description to express their data. However, Badenhorst (2008:23) holds the view that 
this does not mean that qualitative researchers cannot use statistics to argue a point. 
What it does imply, is that the research project carries a consistency that extends 
from being primarily based in a qualitative paradigm. 
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Furthermore, according to Ary et al (2002: 424), although qualitative research works 
in many different ways, it has certain characteristics in common that set the 
approach apart from quantitative research, such as the following: 
 Concern for context 
It shows concern for context in that it assumes that human behaviour is context-
bound, that human experience takes its meaning from, and therefore is inseparable 
from, social historical, political and cultural influences. It is always bounded by a 
particular context or setting (Ary et al, 2002:424). 
 Natural setting 
Qualitative research studies real-world behaviour as it occurs naturally in an 
organisation. It takes place in the natural setting as it is found. It is not contrived or 
artificial, and there is no attempt to manipulate behaviour. It studies human 
experience holistically, taking into account all factors and influences in a given 
situation (Ary et al, 2002: 424). 
 Human instruments 
One of the major characteristics that distinguish qualitative research is the method 
used to collect and analyse data. The human investigator is the primary instrument 
for gathering and analysing data and it relies on fieldwork methods, namely 
interviewing, non-structural observation and document analysis as the principal 
means of collecting data, avoiding the use of paper-and-pencil tests, mechanical 
tests and highly structured observational protocols (Ary et al, 2002:424-425). 
 Descriptive data 
It deals with data that are in the form of words, rather than numbers and statistics. 
The data collected are the subjects’ experiences and perspectives, the qualitative 
research attempts to arrive at a rich description of the people, objectives, events, 
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places, conversations and so on. Managing the large volume of descriptive data 
generated from interview, observations and the collection of documents is an 
important consideration in qualitative studies (Ary et al, 2002: 425). 
 Emergent design 
In qualitative research the researcher rarely, if ever, fully specifies all aspects of a 
design before beginning a study: rather the design emerges as the study unfolds, 
hence the name emergent design. The researcher adjusts the methods and way of 
proceeding to the subject matter at hand. This is necessary because the qualitative 
researcher is never quite sure just what will be learned in a particular setting, 
because what can be learned in a particular setting depends on the nature and types 
of interaction between the researcher and the people and setting, and those 
interactions are not fully predictable. 
 Inductive analysis 
In most qualitative studies, data collection and data analysis take place 
simultaneously. In other words, the researcher does not wait until all the data is in 
before beginning the interpretation process.  From the outset of the first interview or 
observation, the researcher is reflecting on the meaning of what he or she has heard 
and seen, developing hunches about what is meant and seeking to confirm or 
disconfirm those hunches in subsequent interviews or observations. It is a process of 
inductive data analysis (Ary et al, 2002:425-426). 
 
3.2.2 Quantitative research 
According to Mouton and Marais (1990:155), quantitative research may be described 
in general terms as that approach to research in the social sciences that is more 
highly formalised as well as more explicitly controlled, with a range that is more 
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exactly defined, and which, in terms of the methods used, is relatively close to the 
physical sciences. 
 
Bell (1993:5) states that quantitative research is about collecting facts and studying 
the relationship of one set of facts to another. Ary et al (2002:22) state that 
quantitative research uses objective measurements and statistical analysis of 
numeric data to understand and explain phenomena. It generally requires a well-
controlled setting. 
 
Ary et al (2002:24) further state that quantitative research may be classified as either 
experimental or non-experimental, which is explained as follows: 
 Experimental 
Experimental research involves a study of the effect of the systematic manipulation 
of one variable on another variable. The manipulated variable is called the 
experimental treatment or the independent variable. The observed and measured 
variable is called the dependent variable. 
 Non- experimental  
In non-experimental quantitative research, the researcher identifies variables and 
may look for a relationship among them, but does not manipulate the variables. 
 
According to Wiersma (1995:12), quantitative research describes phenomena in 
numbers and measures instead of words. Quantitative research has its roots in 
positivism and is more closely associated with the scientific method. Quantitative 
research, because of its deductive nature, tends to be more theory-based from the 
onset. It looks for more context-free generalisations. Researchers are much more 
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willing to focus on individual variables and factors rather than to concentrate on a 
holistic interpretation. Quantitative research separates facts and values and it has 
more of a catalogue of designs compared to that of qualitative research. Quantitative 
research is done to determine relationships, effects and causes (Wiersma, 1995:12). 
 
It involves the collection and analysis of numerical data and the application of 
statistical tests (Tonono, 2008: 40).  Quantitative research is more focused and aims 
to test assumptions, whilst qualitative research is more exploratory in nature. 
Quantitative research concerns aspects that can be counted. One of its most 
common disciplines is the use of statistics to process and explain data and to 
summarise research findings. In general, quantitative research is concerned with 
systematic measurement, statistical analysis and methods of experimentation (Fox & 
Bayat, 2007:7) 
 
According to research undertaken by the University of Southern California (2013), 
the main characteristics of quantitative research are the following:  
 
 The data is usually gathered using more structured research instruments; 
 The results are based on larger sample sizes that are representative of the 
population; 
 The research study can usually be replicated or repeated, given its high 
reliability; 
 The researcher has a clearly defined research question to which objectives 
answers are sought; 
 All aspects of the study are carefully designed before data is collected; 
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 Data is in the form of numbers and statistics; and 
 Researchers’ use tools such as questionnaires, or equipment to collect 
numerical data. 
 
For the purpose of this study a quantitative research methodology approach was 
employed.  The primary reason for selecting this approach is because the researcher 
is an employee of the Department of Education and a qualitative approach (with one-
on-one or focus group interviews) would possibly not have allowed employees to 
express themselves freely. Secondly, the researcher holds the view that a 
quantitative approach with a suitable constructed questionnaire will achieve the aims 
and objectives of the study. The quantitative research design used in this study is 
meant to generate important information from the target sample since quantitative 
research is perceived to be objective in nature and involves examining and 
concentrating on and measuring the phenomena being studied. 
 
3.3. Sampling 
According to Cooper and Schindler (2003:179) and Babbie and Mounton (2003:100), 
a population constitutes the entire collection of elements or groups in respect of 
which inferences must be drawn. Babbie and Mouton (2001:219) further state that a 
sample is a smaller set of cases a researcher selects from a larger pool and 
generalises to the population. 
 
According to McMillan and Schumacher (2010:129), in quantitative studies the group 
of subjects or participants from whom the data are collected is referred to as the 
sample. The sample can be selected from a larger group of persons, identified as the 
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population, or can simply refer to the group of subjects from whom data is collected. 
The nature of the sampling procedure used in a particular study is usually described 
by one or more adjectives such as random, convenience or stratified sampling. This 
describes the technique used for the sample (McMillian & Schumacher, 2010:129). 
 
Gray (2009:148) states that a sample will be chosen by a researcher on the basis 
that it is a representative sample of the population as a whole, that is, the sample’s 
main characteristics are similar or identical to those of the population. Samples are 
selected from a sampling frame that is a list of population elements (Gray, 2009: 
148). 
 
According to Cohen, Manion and Morrison (2000:92), the quality of a piece of 
research not only stands or falls by the appropriateness of methodology and 
instrumentation but also by the suitability of the sampling strategy that has been 
adopted. Questions of sampling arise directly out of the issues of defining the 
population on which the research will focus. Researchers’ must take sampling 
decisions early in the overall planning of a piece of research. Factors such as time 
and accessibility frequently prevent researchers from gathering information from the 
whole population. Therefore they often need to be able to obtain data from a smaller 
group or subset of the total population in such a way that the knowledge gained is 
representative of the total population under study (Cohen et al, 2000:92). 
 
Cohen et al (2000:92) further state that in terms of sampling procedures, judgements 
have to be made about the following four key factors, namely: 
1. The sample size; 
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2. The representativeness and parameters of the sample; 
3. Access to the sample; and 
4. The sampling strategy to be used.  The decision here will determine the 
sample strategy to be used. 
 
According to Gorard (2001:10), the main reason that samples are used is to save 
time and money for the researcher. Sampling is a useful short cut, leading to results 
that can be almost as accurate as those for a full census of the population being 
studied but for a fraction of the cost (Gorard, 2001:10).  Punch (2009: 251) states 
that the logic of quantitative sampling is that the researcher analyses data collected 
from the sample, but wishes in the end to make statements about the whole target 
population from which the sample is drawn. 
 
According to Ary et al (2002:165), two major types of sampling procedures are 
available to researchers, namely probability and non-probability sampling.  A brief 
overview on these two sampling procedures now follows. 
 
3.3.1 Probability sampling 
It involves sample selection in which the elements are drawn by choice procedures. 
The main characteristic of probability sampling is that every member or element of 
the population has a known probability of being chosen in the sample. The four types 
of probability sampling most frequently used are the following: 
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Simple random sampling 
Ary et al (2002:165) state that the best known of the probability sampling procedures 
is simple random sampling. The basic characteristic of simple random sampling is 
that all members of the population have an equal and independent chance of being 
included in the random sample. The steps in simple random sampling comprise the 
following: 
1. Define the population; 
2. List all members of the population; and 
3. Select the sample by employing a procedure where sheer chance determines 
which members on the list are drawn for the sample. 
 
 Stratified Random Sampling 
According to McMillan and Schumacher (2010: 134), a common variation of simple 
random sampling is called stratified random sampling. In this procedure, the 
population is divided into sub-groups, or strata, on the basis of a variable chosen by 
the researcher such as gender, age, location, or level of education. Once the 
population has been divided, samples are drawn randomly from each subgroup. The 
number of subjects drawn is either proportional or non-proportional. Proportional 
sampling is based on the percentage of subjects in the population that is present in 
each stratum. In non-proportional sampling the researcher selects the same number 
of subjects to be in each stratum of the sample. Proportional or non-proportional 
sampling from each stratum is done with either simple random sampling or 
systematic sampling from elements in each group. Thus the population is stratified, 
and then the sample is pulled randomly from each of these groups (McMillan 
&Schumacher, 2010: 134). 
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 Cluster sampling 
According to Wiersma (1995: 292), when the selection of individual members of the 
population is impractical or too expensive, it may be possible to select a group or 
cluster of members for the sample. Cluster sampling is a procedure of selection in 
which the unit of selection, called the cluster, contains two or more members of the 
population. Each member of the population must be uniquely contained in one, and 
only one, cluster.  Cluster sampling differs from stratified random sampling in that the 
random selection occurs not with the individual member but with the cluster. In 
cluster sampling the exact sample size may not be known until after the sample is 
selected. This is because a cluster is usually not the same size, and the final sample 
size depends on those clusters that are randomly selected (Wiersma, 1995:292-
293). 
 
 Systematic sampling 
According to McMillian and Schumacher (2010:133), in systematic sampling every 
nth element is selected from a list of all elements in the survey population, beginning 
with a randomly selected element. Suppose there is a need to draw a 10 percent 
sample from a population of a hundred. A number from 1 to 10 is randomly selected 
as a starting point.  If 5 is selected every 10th name on the list will then be selected: 
5, 15, 25 and 35 and so on. This approach can be used only when the researcher 
has a sequential list of all the subjects in the population that need to be numbered. 
An advantage of systematic sampling is that if the population is rank ordered on a 
variable that is related to the dependent variable, this ordering has the effect of 
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making sure that the sample is represented by each level of that variable (McMillian& 
Schumacher, 2010: 133-134). 
 
3.3.2. Non-probability sampling 
According to Ary et al (2002:165), non-probability sampling includes methods of 
selection in which elements are not chosen by chance procedures. There is no way 
of estimating the probability that each element has of being included in the sample. 
Its success depends on the knowledge, expertise, and judgement of the researcher. 
Non- probability sampling is used when the application of probability sampling is not 
feasible. Its advantage is convenience and economy. The major forms of non- 
probability sampling are convenience sampling, purposive sampling, quota sampling 
and snowball sampling. 
 
 Convenience sampling 
Convenience sampling, or as it is sometimes called, accidental or opportunity 
sampling, involves choosing the nearest individuals to serve as respondents and 
continuing that process until the required sample size has been obtained. The 
researcher simply chooses the sample from those to whom she or he has easy 
access (Cohen et al, 2000: 102).   As it does not represent any group apart from 
itself, it does not seek to generalise about the wider population.  A convenience 
sample may be the sampling strategy selected for a case study or a series of case 
studies (Cohen et al, 2000:103). 
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 Purposive sampling 
According to Baker (1988:157), this form of sampling generally considers the most 
common characteristics of the type it is desired to sample, tries to figure out where 
such individuals can be found, and then tries to study them. According to Cohen et al 
(2000:103), in purposive sampling the researcher handpicks the cases to be 
included in the sample on the basis of a judgement of their typically. In this way 
researchers’ build up a sample that is satisfactory to their specific needs. As the 
name suggests, the sample has been chosen for a specific purpose. 
 
 Quota sampling 
According to Gray (2009: 153), in this approach the researcher non-randomly selects 
subjects from identified strata until the planned numbers of subjects are reached. So 
the researcher may choose to stratify the study according to social class, and go on 
selecting subjects until each of the strata is filled to a chosen level. An advantage of 
the quota sampling is that each group is equal in size which can be important for 
certain inferential statistical tests.  
 
 Snowball sampling 
Snowball sampling refers to a form of sampling in which a researcher first finds a few 
subjects who are characterised by the qualities he or she seeks. The researcher 
interviews them, and then asks them for the names of other people whom they know 
and who have the same qualities that are of interest.  In this manner more and more 
respondents are accumulated by using each respondent as a source of new names 
(Baker, 1988:159). 
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According to Cohen et al (2000:104), this method is useful for sampling a population 
where access is difficult, maybe because it is a sensitive topic (for example, teenage 
solvent abusers) or where community networks are undeveloped. 
 
For the purpose of this study the researcher referred to the organogram of the 
Graaff-Reinet District Office of Education, which revealed that 50 employees are 
below management level and all 50 employees were accordingly invited to 
participate in the survey.  It should be noted, as presented in chapter one of this 
study, that the research would focus specifically on employees who are below 
management level at the selected educational department.  The participants are 
accordingly full-time administrators and not educators. 
 
3.4. Research Technique 
According to the writings of a variety of authors’, research techniques deal with how 
data will be collected and how it is going to be analysed.  Research methodology 
involves the application of a variety of standardized methods and techniques in the 
pursuit of valid knowledge (Mouton, 2001:35).  Research methodology involves truth-
seeking (Gray, 2009:131).  This study will incorporate a quantitative research 
methodology approach.  A brief discussion now follows on this aspect of the study.  
 
3.4.1 Data collecting method 
According to Blaikie (2010:205), the most commonly used quantitative data-
gathering methods are undoubtedly questionnaires and structured interviews.  The 
researcher proposes that with “structured interviews” respondents are asked specific 
questions with predetermined response options, which are put to the participants.  
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Their responses are then noted.  This approach is somewhat different to that of a 
structured interview using a qualitative research design.  
 
3.4.1.1 Questionnaires 
According to Gray (2009:338), questionnaires are research tools through which 
participants are requested to answer the same set of questions in a predetermined 
order. Cohen et al (2000:245) state that questionnaires are a widely used and useful 
instrument for collecting survey information. 
 
Cohen et al (2000: 248), further articulate that there are several levels of questions 
and response modes in questionnaires, including, for example, closed and open- 
ended questions. Closed questions prescribe the range of responses from which the 
respondent may choose. In general closed questions (dichotomous, multiple choice 
and rating scale) are quick to complete and straight forward to code and do not 
discriminate unduly on the basis of how articulate the respondents are. 
 
On the other hand, Cohen et al (2000:248) concede that they do not enable 
respondents to add any remarks, qualifications and explanations to the categories. 
Open-ended questions, however, enable respondents to write a free response in 
their own terms, to explain and qualify their responses and avoid the limitations of 
pre-set categories of response. 
 
According to Gillham (2000), the advantages of questionnaires are as follows: 
 They are low cost in terms of both time and money; 
 The inflow of data is quick and from many people; 
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 Respondents can complete the questionnaire at a time and place that suits 
them best; 
 Data analysis of closed questions is relatively simple, and questions can be 
coded fairly efficiently; and 
 The anonymity of respondents can be assured. 
 
According to Menter et al (2011: 105), questionnaires are flexible in the sense that a 
wide range of information can be collected. They are relatively easy to administer. It 
is possible to include open-ended questions that are slightly more complex to 
analyse but they allow the respondents a degree of freedom to justify their 
responses. 
 
3.4.1.2 Construction of effective questionnaires 
Menter et al (2011:109), propose that good questionnaire construction is critical to 
the success of a survey.  Inappropriate questions, a confusing ordering of questions, 
incorrect scaling or bad questionnaire format and presentation can render the survey 
valueless. Such shortcomings should be avoided so as to not compromise the 
findings from the empirical survey. 
 
The following guidelines for constructing a questionnaire are suggested by Menter et 
al (2011:110): 
 The wording should be kept simple: do not use technical or specialised words; 
 The meaning should be clear. Ambiguous words, equivocal sentence 
structures and negatives may cause misunderstanding; 
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 If respondents are asked to use numbers, for example in ranking items from 
most to least important, say on a scale from 1 to 5, be clear whether it is 1 or 
5 that represents most important; 
 Care should be taken to ask one question at a time. If a survey question 
actually contains more than one issue, the researcher will not know which one 
the respondent is answering; and 
 Writing style should be conversational, yet concise and accurate and 
appropriate to the target audience. 
 
3.4.1.3 Format of questionnaires 
According to Baker (1988:172), a questionnaire must include a covering letter, an 
informed consent form and instructions on how to complete the questionnaire.  A 
short discussion now follows on each of these important documents. 
 Covering letter 
Baker (1988: 172) states that the primary objective of a covering letter is to inform 
the respondents the purpose of the questionnaire and to request that they 
participate. 
 Informed consent form 
Informed consent has been defined as the procedures in which individuals choose 
whether to participate. The principle of informed consent arises from the subject’s 
right to freedom and self-determination. Being free is a condition of living in a 
democracy and when restrictions and limitations are placed on that freedom they 
must be justified and consented to, even in research proceedings (Cohen et al, 
2000:51). 
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 Instructions 
In a self-administered questionnaire, all the information necessary to complete the 
form accurately and completely must be provided by the researcher (Baker, 1988: 
173). 
 
3.4.1.4 Method used to increase response rate 
According to Menter et al (2011:109), the following methods can be used to increase 
the response rate: 
 A questionnaire should be limited to one page, if possible; 
 Reminders should be sent to those who have not yet responded; 
 The respondents need to be convinced that their response could help to make 
a difference in that the research is important and aims to lead to improvement; 
and 
 Anonymity of respondents should be guaranteed. 
 
3.4.2 Structured Interview 
This is often referred to as an oral questionnaire. This type of interviewing is most 
commonly used in market research and political opinion polls. Sometimes this 
approach might be used when the interviewee is not sufficiently literate or able to 
complete a written questionnaire. The interviewer will not deviate from the wording of 
the questions and closely follows strict protocols concerning question routing, 
depending on the responses given. These interviews usually require responses to 
predefined categories and produce larger quantitative data (Menter et al, 2011: 129). 
 
64 
 
In this study the researcher made use of self-administered questionnaires which 
were delivered by hand to each respondent and collected at a later stage. According 
to Gray (2009:230), delivering and collecting questionnaires have the advantage 
over postal questionnaires in that there is some direct contact with potential 
respondents that might in turn induce a greater portion of people to complete the 
questionnaire. A covering letter, Informed consent form and instructions on how to 
complete the questionnaire were attached to the questionnaire. The questionnaire 
included open-ended and closed-ended questions. The guidelines in constructing a 
questionnaire, the format of the questionnaire and the method used to increase 
response rates as mentioned above were all taken into account in preparation of the 
research instrument (questionnaire). 
 
3.4.3 Data analysis method 
After the collection of questionnaires the data was quantitatively, descriptively and 
statistically analysed by the researcher working under the guidance of the supervisor 
and a NMMU statistician.  These findings are dealt with in the chapter that now 
follows.  
 
3.5. Conclusion 
In this chapter the researcher provided the reader with an overview on the research 
methodology employed for the purpose of the study.  The researcher also attempted 
to provide an overview on the research techniques used for data collection and data 
analysis methods. 
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CHAPTER 4 
RESEARCH FINDINGS AND DATA ANALYSIS 
 
4.1 Introduction 
As a value-added measurable process the analysis of research findings should 
provide precise data. It should be used to improve work-related relationships to 
ensure that public officials have proper guidelines in order to enhance a proper 
attitude towards the performance management system engagement. 
 
In this chapter an overview of the data analysis and research findings are provided in 
order to assess the implementation of the performance management system with 
reference to the Department of Education, Graaff-Reinet District. 
 
Data was collected through a questionnaire. The questionnaire consisted of 
biographical details of the participants as well as, open-ended and closed-ended 
questions. The closed-ended questions were in the form of a Likert scale with a 
rating of one to five. The meaning of the scale one to five is as follows: 
1 = Strongly disagree 
2 = Disagree 
3 = Neutral 
4 = Agree 
5 = Strongly agree 
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Following this introduction will be discussions on the criteria used for the analysis of 
data, the data analysis and the findings of biographical details, the data analysis and 
the findings of open-and closed-ended questions, the conclusion and a bibliography. 
 
4.2. Criteria used for analysis of data 
Electronic processing has been used in the analysing of data. The researcher made 
use of a quantitative approach to analysed data as mentioned in Chapter 3. The 
closed-ended questions (Questions 1 to 25) were grouped into five factors which will 
provide information on the following: 
 Factors influencing the performance management system; 
 Employees’ views/perceptions about the performance management system; 
 Implementation of the performance management system; 
 Employees’ personal experience with the implementation of performance 
management system; and 
 Effectiveness of the performance management system. 
 
A content analysis was done on question 26. Question 27 and question 28 were 
analysed separately from the above-mentioned. 
 
4.3. Data analysis and findings of biographical details 
The following information provided is with reference to the participants’ personal 
details: 
4.3.1. Information regarding age 
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Figure 4.3.1: Graph: Age (Frequency) 
This graph depicts the age categories of the participants who completed the 
questionnaire. The majority of these participants are still young. 
 
4.3.2. Information regarding gender 
 
Figure 4.3.2: Graph: Gender (Frequency) 
The graph shows the gender categories of the participants who completed the 
questionnaire. The majority of these participants are female with a total of 62 per 
cent. The reason for this is that most of those appointed in the Graaff-Reinet District 
Office are females. 
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4.3.3 Information regarding race 
 
 
Figure 4.3.3: Graph: Race (Frequency) 
The race categories of the participants who completed the questionnaire are 
depicted in the graph above. The majority of these participants are coloured with a 
total of 56 per cent. 
 
4.3.4. Information regarding education 
 
Figure 4.3.4: Graph: Education (Frequency) 
0
10
20
30
40
50
60
African / White Coloured
22
28
44,0
56,0E
m
p
l
o
y
e
e
s
Race Categories
Graph: Race (Frequency)
Count
Percentage
0
10
20
30
40
50
60
70
GR11 /GR 12 Diploma /
Degree
Other
18
31
1
36,0
62,0
2,0
E
m
p
l
o
y
e
e
s
Education Categories
Graph: Education (Frequency)
Count
Percentage
69 
 
The above graph shows the education categories of the participants who completed 
the questionnaire. The majority of these participants received a tertiary education. 
 36 per cent of participants passed grade 11 or grade 12; 
 62 per cent of participants obtained a diploma or degree; and 
 1 per cent of the participants obtained some other qualification. 
 
4.3.5 Information regarding languages 
 
 
Figure 4.3.5: Graph: Language (Frequency) 
The above graph depicts the race categories of the participants who completed the 
questionnaire. The majority of these participants’ preferred or home language is 
Afrikaans or English or both, with a total of 68 percent. 
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4.3.6. Information regarding years of services 
 
Figure 4.3.6: Graph: Years of Service (Frequency) 
The graph shows the years of service categories of the participants who completed 
the questionnaire. All the participants have at least three years of service. 
 
4.4. Data analysis and findings on open-and closed-ended questions 
4.4.1 Data analysis of factors 
4.4.1.1 Factor 1: Factors influencing the performance management. 
Question 
Nu 
 
ber 
Questions Strongly 
Agree 
Agree Neutral Disagree Strongly 
Disagree 
15 The implementation of 
the performance 
management system 
is negatively affected 
because of personal 
attachments. 
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16 The implementation of 
the performance 
management system 
is negatively affected 
due to lack of finance. 
 
 
      14 
28% 
 
 
13 
26% 
 
 
    14 
28% 
 
 
6 
12% 
 
 
3 
6% 
17 The implementation of 
the performance 
management system 
is negatively affected 
due to poor 
leadership. 
 
 
9 
18% 
 
 
17 
34% 
 
 
16 
32% 
 
 
4 
8% 
 
 
4 
8% 
18 The implementation of 
the performance 
management system 
is negatively affected 
due to a lack of 
understanding. 
 
 
9 
18% 
 
 
21 
42% 
 
 
13 
26% 
 
 
6 
12% 
 
 
1 
2% 
 
Table 4.4.1.1 
From an analysis of the totals in table 4.4.1.1 the following is evident: 
 A total of 72 per cent of the respondents agreed or strongly agreed that the 
performance management system is negatively affected because of personal 
attachments. There was a neutral response to the question by 12 per cent of 
the participants, whilst 16 per cent of the participants disagreed or strongly 
disagreed. 
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 A total of 54 per cent of the respondents agreed or strongly agreed with the 
statement that the performance management system is negatively affected 
owing to a lack of finance, whilst 18 per cent of the participants disagreed or 
strongly disagreed with the statement. There was a neutral response about 
the statement from 28 per cent of the participants. 
 A total of 26 per cent of the participants strongly agreed or agreed that the 
performance management system is negatively affected owing to poor 
leadership. There was a neutral response about the statement from 32 per 
cent of participants and 16 per cent of the participants disagreed or strongly 
disagreed. 
 A total of 60 per cent of participants agreed or strongly agreed that the 
performance management systems are negatively affected owing to a lack of 
understanding.  There was a neutral response to the statement from 26 per 
cent. A total of 14 per cent disagreed or strongly disagreed with the 
statement. 
 
4.4.1.2 Factor 2: Employees’ view/perception about the performance management  
                           system 
Question 
Number 
Questions Strongly 
Agree 
Agree Neutral Disagree Strongly 
Disagree 
2 The performance 
management system 
develops 
partnerships. 
 
1 
2% 
 
 
7 
14% 
 
8 
16% 
 
26 
52% 
 
8 
16% 
3 The department’s      
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developmental 
approach is in line 
with the performance 
management policy. 
3 
6% 
4 
8% 
15 
30% 
20 
40% 
8 
16% 
4 The performance 
management system 
makes provision for 
the previously 
disadvantaged. 
 
4 
8% 
 
4 
8% 
 
13 
26% 
 
19 
38% 
 
10 
20% 
11 The performance 
management system 
creates conditions for 
staff to perform 
optimally. 
 
1 
2% 
 
8 
16% 
 
12 
24% 
 
21 
42% 
 
8 
16% 
21 The performance 
management system 
gives clarity on your 
role in the 
achievement of 
departmental and 
provincial goals. 
 
 
6 
12% 
 
 
9 
18% 
 
 
15 
30% 
 
 
14 
28 
 
 
6 
12% 
Table 4.4.1.2 
From an analysis of the totals in table 4.4.1.2 the following is evident: 
 Regarding the question whether the performance management system 
develops partnerships, most respondents, with a total of 68 per cent strongly 
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disagreed or disagreed. There was a neutral response from 16 per cent of the 
respondents and a total of 16 per cent strongly agreed or agreed. 
 Participants’ responses on whether the Department’s development approach 
is in line with the performance management system were as follows: 
 14 per cent agreed or strongly agreed; 
 30 per cent were neutral; and 
 56 per cent strongly disagreed or disagreed 
 Most of the participants, with a total of 58 per cent, strongly disagreed or 
disagreed with the question that the performance management system makes 
provision for the previously disadvantaged. There was a neutral response to 
the question from 26 per cent and a total of 16 per cent strongly agreed or 
agreed. 
 A total of 58 per cent strongly disagreed or disagreed with the question that 
performance management systems create conditions for staff to perform 
optimally. There was a neutral response from 24 per cent, whilst 17 per cent 
agreed or strongly agreed. 
 A total number of 40 per cent of participants strongly disagreed or disagreed, 
whilst 30 per cent were neutral on the question that the performance 
management system gives clarity on one’s role in the achievement of 
Departmental and provincial goals. A total of 30 per cent agreed or strongly 
agreed. 
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4.4.1.3 Factor 3: Implementation of the performance management system. 
Question 
Number 
Questions Strongly 
Agree 
Agree Neutral Disagree Strongly 
Disagree 
1 The department’s 
objectives and 
strategy were properly 
communicated to you 
as an employee. 
 
5 
10% 
 
11 
22% 
 
9 
18% 
 
19 
38% 
 
6 
12% 
8 Available funds are 
adequately spent for 
the development 
needs of the 
employee. 
 
1 
2% 
 
0 
0% 
 
14 
28% 
 
25 
50% 
 
10 
20% 
9 Job descriptions are 
clearly identified and 
agreements are signed 
within two months of 
employment. 
 
 
4 
8% 
 
 
13 
26% 
 
 
6 
12% 
 
 
19 
38% 
 
 
8 
16% 
13 The implementation of 
the performance 
management system 
meets the needs of the 
employee. 
 
2 
4% 
 
6 
12% 
 
7 
14% 
 
23 
40% 
 
12 
24% 
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14 The performance 
management policy is 
made available for 
consultation in all 
languages. 
 
 
2 
4% 
 
 
5 
10% 
 
 
6 
12% 
 
 
12 
24% 
 
 
25 
50% 
19 When improving a 
qualification, 
acknowledgement or a 
reward is given. 
 
2 
4% 
 
7 
14% 
 
11 
22% 
 
21 
42% 
 
9 
18% 
20 Based on your 
assessment, when 
having a grievance the 
right grievance 
procedures are 
followed. 
 
 
3 
6% 
 
 
2 
4% 
 
 
24 
48% 
 
 
14 
28% 
 
 
7 
14% 
Table 4.4.1.3 
From an analysis of the totals in table 4.4.1.3 the following is evident: 
 In response to the statement that the Departments objectives and strategy 
were properly communicated, a total of 50 per cent disagreed or strongly 
disagreed, whilst a total of 32 per cent agreed or strongly agreed. There was 
a neutral response from 18 per cent. 
 There was a disagreement of 70 per cent with the statement that available 
funds are adequately spent for development needs of the employee. A total of 
2 per cent participants strongly agreed. There was a neutral response from 14 
per cent of the participants. 
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 A total of 54 per cent of the participants disagreed or strongly disagreed that 
job descriptions are clearly identified and agreements are being signed within 
two months of assumption. There was a neutral response of 12 per cent while 
34 per cent of participants agreed or strongly agreed. 
 A total of 64 per cent of participants disagreed or strongly disagreed, whilst 16 
per cent agreed or strongly agreed and 14 per cent responded neutrally to the 
statement that the implementation of the performance management system 
meets the needs of the employee. 
 To the question whether the performance management policy is made 
available for consultation in all languages, the responses were as follows: 
 74 per cent disagreed or strongly disagreed; 
 12 per cent were neutral; and 
 14 per cent agreed or strongly agreed. 
 In their responses to the statement “When improving a qualification, an 
acknowledgement or a reward is given”, 60 per cent disagreed or strongly 
disagreed, 22 per cent of the participants were neutral, whilst 18 per cent of 
the participants agreed or strongly disagreed. 
 To the question “Based on your assessment when having a grievance the 
right procedures are followed?” the responses were as follows: 
 42 per cent of participant disagreed or strongly disagreed; 
 48 per cent were neutral;and 
 10 per cent agreed or strongly agreed. 
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4.4.1.4 Factor 4: Employees’ personal experience with the implementation of  
                           performance management system. 
 
Question 
Number 
Questions Strongly 
Agree 
Agree Neutral Disagree Strongly 
Disagree 
5 You are actively part 
of the performance 
and business plan of 
your workstation for 
the performance 
management and 
development system 
cycle. 
 
 
 
5 
10% 
 
 
 
13 
26% 
 
 
 
18 
36% 
 
 
 
10 
20% 
 
 
 
4 
8% 
6 You freely and 
confidently discuss 
your development 
progress in order to 
reach the goals 
mutually agreed upon. 
 
 
5 
10% 
 
 
9 
18% 
 
 
13 
26% 
 
 
19 
38% 
 
 
4 
8% 
12 Assessment of work 
performance is viewed 
as being judgemental. 
 
7 
14% 
 
 
26 
52% 
 
9 
18% 
 
4 
8% 
 
4 
8% 
22 The performance 
management system 
in most cases 
 
9 
18% 
 
22 
44% 
 
12 
24% 
 
4 
8% 
 
3 
6% 
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provokes anxiety. 
25 When you are not fully 
effective in your work 
situation you 
experience 
identification and 
resolution of 
unacceptable 
performance by the 
line manager. 
 
 
 
2 
4% 
 
 
 
12 
24% 
 
 
 
19 
38% 
 
 
 
13 
26% 
 
 
 
4 
8% 
Table 4.4.1.4 
From an analysis of the totals in table 4.4.1.4 the following is evident: 
 A total of 28 per cent participants disagreed or strongly disagreed with the 
statement that they are actively part of the performance and business plan of 
their workstation for the following performance and development cycle, 36 per 
cent were neutral and 36 per cent agreed and strongly agreed. 
 Most of the participants, 46 per cent, disagreed or strongly disagreed that they 
freely and confidently discuss their development progress in order to reach 
the goals mutually agreed upon. There was a neutral response from 26 per 
cent and 28 per cent agreed or strongly agreed. 
 Assessment of work performance is viewed as being judgemental. The 
responses to the statement were as follows: 
 66 per cent agreed or strongly agreed; 
 18 per cent were neutral; and 
 16 per cent disagreed or strongly disagreed. 
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 A total of 62 per cent of participants agreed or strongly agreed that the 
performance management system in most cases creates anxiety. The 
responses from 24 per cent were neutral and 14 per cent disagreed or 
strongly disagreed. 
 A total of 28 per cent agreed or strongly agreed that when they are not fully 
effective in their work situation they experience identification and resolution of 
unacceptable performance by the line manager. The response of 38 per cent 
was neutral, whilst 34 per cent disagreed or strongly disagreed. 
 
4.4.1.5 Factor 5: Effectiveness of the performance management system  
 
Question 
Number 
Questions Strongly 
Agree 
Agree Neutral Disagree Strongly 
Disagree 
7 Reviews are done on a 
quarterly basis and on 
time. 
 
4 
8% 
 
 
17 
34% 
 
4 
8% 
 
21 
42% 
 
4 
8% 
10 The distribution curve 
is implemented 
effectively and 
efficiently. 
 
3 
6% 
 
5 
10% 
 
6 
12% 
 
17 
34% 
 
19 
38% 
23 You are always aware 
of what your final 
appraisal score is. 
5 
10% 
14 
28% 
6 
12% 
17 
34% 
8 
16% 
24 Records are kept on a      
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daily or weekly basis 
on what you have 
done as proof of work 
done effectively and 
efficiently. 
3 
6% 
11 
22% 
10 
20% 
17 
34% 
9 
18% 
 
Table 4.4.1.5 
From an analysis of the totals in table 4.4.1.5 the following is evident: 
 A total of 50 per cent of participants disagreed or strongly disagreed with the 
statement that reviews are being done on a quarterly basis and on time. A 
further 8 per cent of participants were neutral, whilst 42 per cent agreed or 
strongly agreed. 
 The statement that the distribution curve is implemented effectively and 
efficiently revealed the following response:  
 72 per cent of participants disagreed or strongly disagreed; 
  16 per cent were neutral; and 
  16 per cent agreed or strongly agreed. 
 
 50 per cent disagreed or strongly disagreed that they are not always aware of 
what their final appraisal score is, whilst 12 per cent were neutral and 38 
agreed or strongly agreed. 
 A total of 52 per cent participants disagreed or strongly disagreed that records 
are done on a daily or weekly bases on what one has done as proof of work 
done effectively and efficiently, whilst 28 per cent agreed or strongly agree. 20 
per cent responded neutrally. 
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4.5 Findings on factors 
According to the Performance Management and Development Manual (2007:13), the 
objectives of the performance management system are as follows: 
  To provide a systematic framework for performance planning, performance 
monitor and review and performance appraisal; 
 To promote a share sense of responsibilities among staff for the achievement 
of strategic goals and objectives; 
 To promote a culture of transparency and participation through open dialogue 
about goals and the achievement thereof, personal development, and 
performance improvement; 
 To provide a framework for assessment of identifying good and poor 
performance and to act appropriately by developing, recognising and 
rewarding  good performance; 
 To align employees’ performance to the departmental strategic and 
operational goals; and 
 To encourage manager to effectively create condition for staff to perform 
optimally. 
 
From the above analysis of the five factors one can conclude that the implementation 
of the performance management system did not reach its intended objective. The 
following factors influence the implementation thereof: 
 Personal attachments 
 Lack of finance 
 Poor leadership 
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 Lack of understanding 
The reason for this response by participants as stated by Brown (2008) is the 
organisational culture that works against the drive to support implementation. With 
reference to table 4.4.1.1, a total of 72 per cent of the respondents claimed not to 
have a thorough understanding of the performance management system. It 
displayed some contradiction when one look at years of experience in the public 
service work environment and the level of qualification. A total of 14 per cent of the 
respondents appear to have a thorough understanding. This should be consistent 
with proper understanding and informed participation in the process of development 
to improve service delivery to the benefit of all stakeholders. This, however, is 
supported by the fact that 52 per cent of participants believed that poor conduct by 
supervisors will not boost confidence in the performance management system as a 
development tool. A significant level of understanding is very important. 
 
Regarding the responses given by participants on the employees’ view or 
perceptions about the implementation of the performance management system the 
majority (80 per cent) responded negatively. They feel that the performance 
management system does not allow them to perform optimally and that it does not 
give them clarity on their role to achieve Departmental and provincial goals. This, 
however, is contrary to what is stated in the newsletter of the Department by the 
project leader Manqele (2013:2) that “people want greater satisfaction from work 
they do. Everyone would like to enjoy the fruits of an environment where effective 
processes and systems ensure optimal service delivery”.  
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According to Sloman (1997:167), for effective implementation of the performance 
management system the vision and objectives must be communicated. However, the 
majority of the participants feel that the Department objective and strategy were not 
properly communicated; available funds are not adequately spent for development 
needs and therefore their needs are not met. Job descriptions are not clearly 
identified and agreements are not being signed within two month of assumptions. 
This, however, is contrary to what is stated in the prescribed performance 
management policy. 
 
When looking at the responses of the participants on their personal experience with 
the implementation of the performance management system, although the majority 
are actively part of the performance management and development system cycle, 
they do not feel free and confident to discuss their development progress in order to 
reach the goal mutually agreed upon. The majority of participants view the 
assessment of performance as being judgemental and in most cases as provoking 
anxiety. 
 
According to Strebler, Bevan and Robertson (2001), an effective performance 
management system must be implemented with appropriate employee involvement 
and regular and open reviews must be done against the employee success criteria. 
From the comments relating to the effectiveness of the performance management 
system, it is clear that the implementation of the performance management system is 
not effectively done according to the performance management prescribed policy. 
The majority (80 per cent) of responses are in disagreement with the effectiveness of 
the performance management system owing to the fact that they disagree with the 
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statements that reviews are being done on quarterly basis and on time, that the 
distribution curve is implemented effectively and efficiently and that employees are 
always aware of what their final appraisal score is. 
 
4.6 Findings on Question 26 
The following open- ended question was asked of the respondents: 
“In your own opinion, how do you feel about the implementation of the performance 
management system at your workstation?” After a content analysis it was found that 
the majority (85 per cent) of participants responded negatively to this question. 
They feel that the implementation of the performance management system is an 
unfair system and not implemented effectively and efficiently. Their reasons are as 
follows: 
 The system is not clearly communicated to them; 
 The process at some point is more judgemental than developmental; 
 It is totally misunderstood and is being abused; 
 Some employees feel they are being targeted where others are favoured; 
 Managers use the implementation of the performance management system 
as a punishment tool; 
 There is too much paper work which is not understood, 
 There is no openness or transparency in the implementation of the 
performance management system: it always comes as a surprise; 
 Employees effort and achievements are ignored when it comes to 
assessments; 
 It is a tool for those in power to make money for themselves and friends; 
 When underperforming employees are never trained; 
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 Assessments are not done as prescribed and sometimes without the input of 
direct supervisors; 
 Supervisors/Line managers are not honest with employees when assessment 
is done; 
 Employees that go an extra mile are not rewarded; 
 There are no benchmarks: the whole system is a joke; the distribution curve 
for performing as well as that for underperforming is the same and therefore 
the absence of the benchmark also disadvantages some people; and 
 Rewards agreed upon for outstanding performance are never granted but 
rather unacceptable incentive rewards without any consultation with the 
effected employees. 
 
4.7 Finding on question 27 and question 28 
The following questions were asked regarding development in the performance 
management system: 
 
Q27. The performance management system initially gives you the freedom to absorb 
new information, learn at your own pace, and establish areas of development to be 
successful in the work environment. Does development give you the opportunity to 
freely engage in learning and development? 
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Figure: 4.7.1: Response to question 27 
The majority (80 per cent) of respondents indicated a negative answer. 
Q 28.To be encouraged and to remain flexible in a work situation are important.  
 
Does the implementation of the performance management system make you feel 
encouraged and flexible? 
 
 
Figure: 4.7.2: Response to question 28 
The majority (80 per cent) of respondents indicated a negative answer. 
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4.8. Conclusion 
Implementation success with informed consent and dialogue depends on attitude, 
professional accepted practices, values and insight in the performance management 
system process. This research has highlighted that there are demands, differences, 
work experience, age differences, attitude, poor insight, unhappiness, poor decisions 
relating to those involved in the performance management system implementation. 
The overall opinion of the public official participants in the Graaff-Reinet District is 
that little effort is made to improve their understanding of performance management 
systems. 
 
What makes it difficult for them to act properly in an environment is that they are 
marginalised by the inconsistency of the supervisors in this process. No report back 
on final decisions of non-qualifying or qualifying performance status is given.  
 
Furthermore it becomes clear that both the employees and employers are negatively 
affected by the way the implementation is carried out. It is negative for the employer 
since the performance management does not reach its intended objective. For the 
employee it is negative since the implementation does not meet the needs of the 
employee such as development or recognising and rewarding of good performance 
as agreed upon and this leads to poor service delivery. 
 
In the final chapter that follows certain recommendation are proposed based on the 
literature review and empirical survey. This chapter also contains the conclusion 
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CHAPTER FIVE 
RECOMMENDATION AND CONCLUSION 
5.1 Introduction 
In chapter four the results or findings from the empirical survey on the assessment of 
the performance management system within the Graaff-Reinet District were 
presented and analysed.  Based on these findings, analysis of the empirical survey 
and the literature review, certain recommendations are proposed in order to address 
the following research questions: 
 What are employee perceptions regarding the performance management 
system by the Department of Education? 
 Has the performance management system reached its intended objectives in 
the Education Department of the Graaff-Reinet District? 
 Can implementation of the performance management system be improved 
and therefore enjoy better support from employees? 
 
The purpose of this chapter is to primarily summarise the study, to suggest 
recommendations on how to implement the performance management system 
effectively and efficiently in the Department of Education so that ultimately both the 
employer and employee benefit.  The chapter ends with a conclusion. 
 
5.2. Summary of the study 
The study moved from the premise that the Department of Education: Graaff-Reinet 
District has not implemented the performance management system effectively and 
efficiently and therefore the study had three main objectives.  The first objective was 
to assess implementation of the performance management system and determine 
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whether it adequately addresses the needs of both the employer and employee. The 
second objective was to establish whether there is indeed a lack of support for the 
performance management system within the Department concerned.  The final 
objective was to propose recommendations on how to improve the implementation of 
the performance management system.  Based on these objectives, the primary aim 
of the study was to investigate implementation of the performance management 
system with specific reference to employees attached to the Department of 
Education in the Graaff-Reinet District. 
 
The study consisted of the following five chapters: 
Chapter one served as a general introduction to the study. This chapter described 
and explained the background to the study, the problem statement, the aim of the 
study, the research objectives, the hypothesis, motivation for the study, the research 
methodology to be employed, ethical considerations and an overview of the 
chapters. 
 
Chapter two provided the literacy review.  The purpose of this chapter was to explain 
the performance management system, to provide the principles for effective 
performance management and how the system should be implemented.  It also 
provided information on the challenges relating to the implementation of the 
performance management system. Both primary and secondary sources of 
information have been consulted in the compilation of the chapter.  Useful 
information on the basic requirements for research and report writing were obtained 
from appropriate guides. 
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Chapter three detailed the research methodology used in the study. Permission to 
conduct the study was obtained from the Acting District Director of Education in the 
Graaff-Reinet district.  A quantitative research approach was employed for purposes 
of the study.  The researcher made use of a self-administered questionnaire to 
collect data from participants.  The questionnaire was administered to a sample of 50 
participants in the Department concerned. The questionnaire consisted of open-
ended and closed-ended questions. 
 
In chapter four an overview of the analysis, interpretation and research findings are 
provided which were obtained through the empirical survey in order to assess the 
implementation of the performance management system with reference to the 
Department of Education, Graaff-Reinet District.  For the purpose of analysis and 
interpretation chapter four is divided as follows: 
 Criteria used for analysis of data; 
 Data analysis and findings of biographical details; 
 Data analysis of open-ended and closed-ended questions; and 
 Findings of open-ended and closed-ended questions. 
 
Chapter five provides a summary of the study and recommendations on how to 
implement the performance management system more effectively and efficiently. 
 
5.3. Recommendations 
Based on the literature review and findings from the empirical survey, the following 
recommendations are proposed: 
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5.3.1 Factors influencing the performance management system. 
Finding:  Implementation of the performance management system has not reached 
its intended objective within the Department of Education: Graaff-Reinet District.  
This is largely due to the fact that the performance management system is 
influenced by factors such as personal attachments, a lack of finance, poor 
leadership and a lack of understanding. 
 
Recommendation One: It is recommended that the employer needs to raise 
awareness of what needs to be done by conducting an awareness campaign in the 
form of a workshop session on the performance management system.  In this 
workshop the objectives of the performance management system could be 
explained.  Factors influencing the performance management system such as 
personal attachment, lack of finances, poor leadership by supervisors and a lack of 
understanding of the system, needs to be addressed. 
 
 Furthermore, supervisors need to be re-trained in order to address poor leadership 
challenges.  Proper budgeting at the beginning of the financial year for mutually 
agreed upon initiatives to enhance the above challenges are also recommended. 
 
5.3.2. Employees’ views/perceptions about the performance management 
          system. 
 
Finding:  Employees generally feel that the performance management system does 
not allow them to perform optimally and it does not give them clarity on their roles, 
both in terms of departmental and provincial goals. Opinions are that it does not 
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adequately develop partnerships and does not make sufficient provision for the 
previously disadvantaged. 
 
Recommendation Two:  It is recommended that the employer should review the 
prescribe policy for the performance management system.  As stated by Dye 
(1981:95), policies should not only be made and implemented but they should also 
be continuously analysed and reviewed.  This will assist the employer to determine 
whether the performance management system policy is still assisting in addressing 
the needs of both the employer and employees. 
 
 The employers, as stated by Grote (2002:22), should do the following: 
 Review the organisation’s mission statement, vision and values of the 
Department; 
 Identify the most important competencies that the employer expects the 
employee to demonstrate in performing the job; and 
 Determine what is considered to be a fully successful performance in each 
area. 
 
It is further recommended that the employer should make the performance 
management policy more user-friendly.  For example, the policy should be made 
available in Afrikaans and Xhosa as indicated in the findings of chapter four.  There 
are Afrikaans-speaking employees, which is the language of the majority of the 
employees in the Graaff-Reinet District.  There are also isi Xhosa-speaking 
employees in the Department.  It is recommended that the policy pertaining to the 
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performance management system should be translated into the above-mentioned 
two languages. 
 
5.3.3. Implementation of the performance management system. 
 Finding:  The Department’s objectives and strategies are not always properly 
communicated, available funds are not adequately spent on development needs and 
therefore the needs of the employees are not always met.  Job descriptions are not 
clearly identified and agreements are not signed within the prescribed two month 
period of assumption of duty.  The performance management system manual is also 
not made available to employees in all the predominant languages within the 
Education Department, Graaff-Reinet District. 
 
Recommendation Three:  It is recommended that at least two project co-ordinators 
for the performance management system should be appointed in the district. They 
should be required to re-visit the action plan quarterly for performance management 
activities. 
 
Furthermore, these project co-ordinators should ensure that the objectives and 
strategies of the Department of Education are properly communicated in the form of 
circulars, memos, flyers, face-to-face consultation and training.  They should further 
make sure that financial resources are optimally utilised for the development needs 
of employees and to make sure that job descriptions are clearly identified and that 
agreements are signed within two month period of appointment.  It is also 
recommended that mentors are made available for the assistance of new appointees 
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in order to exchange ideas on matters relating to their work environment and 
performance expectations / criteria. 
 
In the proposed training sessions which should be conducted by the project co-
ordinators a review of progress towards targets should also be undertaken, as 
proposed by Sloman (1997:107). 
 
5.3.4 Employees’ personal experience with the implementation of 
performance management system. 
 
Finding:   Although the majority of employees have taken part in the performance 
management and development system cycle, they do not feel confident to discuss 
their development progress in order to reach mutually agreed upon goals. The 
majority of participants view the assessment of performance as being judgmental 
and, in most cases, as provoking anxiety. 
 
Recommendation Four:   The employer should ideally reward good performance by 
employees.  As stated in Chapter 5 (section 5.9.2) of the White Paper on Human 
Resource Management in the Public Sector (1997), it is important to recognise and 
reward employees who perform exceptionally well, and whose skills are particularly 
valued in order to encourage them to maintain the high standard they have achieved, 
and to encourage others to strive for improved performance.  The employer should 
adhere to the rewards agreed to with the employees because by not doing so it can 
lead to tensions amongst members of staff or employees becoming de-motivated in 
maintaining the high standards they have achieved.   Wilson-Kirsten (2012:45) 
proposes that employees may not take the performance management system 
seriously if there is no clear link to a reward. 
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As stated by Van der Westhuizen et al (2011:288), the employer must reward 
employees through pay progression, performance bonuses or non-financial rewards. 
Pay progression refers to an upwards progression in remuneration from a lower 
remuneration package to a higher remuneration package.  Performance bonus is a 
once-off payment reward when an employee performs outstandingly well.  Non-
financial rewards require one to devise more creatively conceived rewards for 
performance.   Among the most common that could be applied are the following (Van 
der Westhuizen et al, 2011:288): 
 Increased autonomy to organise one’s own work; 
 Acknowledgement and recognition of performance in official publications or 
other publicity material; and 
 Recognition of specific work-related achievements or innovations. 
 
A further recommendation is to change the apparent negative experience and 
perceptions of the performance management process by arranging systematically 
enlightened development activities.   A programme of simple pattern exercises, for 
example hand, shoulder, back and hand movements and breathing exercises, can 
be initiated.  Fatigue and mental stress can be somewhat challenging.  Therefore it is 
important that employees should be comfortable when being assessed for their 
performance.  This could prevent employees from becoming too anxious. 
 
5.3.5  Effectiveness of the Performance Management System. 
Finding:   The study has clearly revealed that implementation of the performance 
management system has not been adequately achieved.  It appears that the 
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prescribed performance management policy is not being strictly adhered to. The 
majority (80 per cent) of the respondents indicated that they are not always aware of 
what their final appraisal scores are. 
 
Recommendation Five: The employer, as a public institution, needs to focus on 
service delivery.  In terms of operational requirements it is recommended that 
supervisors should be encouraged to set good examples in terms of their work 
commitment and professionalism.  
 
A further recommendation relates to the need for continuous feedback to employees.  
The employer should adhere to what is stated in the Public Service Regulation, 
2001, chapter 1 part 8 (d), namely that the employee’s supervisor shall inform the 
employee in writing of the outcomes of the performance assessment and if the 
employee is not satisfied with the outcome of his or her assessment, he or she may 
appeal against the outcome.  This provision actually empowers employees and 
makes them part of the process, rather than “victims”. 
 
5.3.6. Development in the performance management system. 
Finding:   The performance management system does not provide employees with 
the freedom to absorb new information, to learn at their own pace and establish 
areas of development to be successful in the work environment.  Employees appear 
to not be encouraged in relation to the above and neither is there flexibility with the 
implementation of the performance management system. 
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Recommendation Six:  
The employer, represented by the supervisors or managers, should assess 
implementation of the performance management system at the district level so as to 
determine meaningful participation in redress.  The results should be forwarded to 
the provincial development task team to redress the positive and negative effects of 
the performance management system as identified and pointed out.   
 
The employer should further make use of a rotation system within the Department to 
develop employees. The rotation system is an objective to test employee skills and 
competencies in order to place them at the right level.  It is a well-planned practice to 
reduce the boredom of doing the same type of job day in and day out.  It would give 
employees a chance to gain experience in different fields.   Job rotation could play 
an essential role in strengthening the morale of employees within the Department. 
 
5.4. Conclusion 
The findings from the study reveal that the performance management system 
appears to not have achieved its intended objectives.  It is clear that implementation 
of the performance management system has not, as yet, adequately addressed the 
needs of both the employer and employee with specific reference to the selected 
department which formed the basis for this study.  However, based on the foregoing 
recommendations, the performance management system could be improved and 
enjoy better support from employees if the proposed recommendations are taken 
into account by management of the said department.  
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5 Phillip Street 
                                                                                                                                                    Sunnyside  
                                                                                                                                                           Graaff-Reinet 
                                                                                                                                          6280 
 
                                                                                                                                           Date: 18 February 2013 
 
The Acting Head of Department 
 Department of Education 
Private Bag X 0032 
Bhisho 
5605 
 
 
Sir 
 
SUBJECT: REQUEST FOR RESEARCH PERMISSION 
 
I am Ellouise Marion Ngemntu employed by the Department of Education: Graaff-Reinet District in 
the Human Resource Administration and Provisioning section. I’m currently enrolled at the Nelson 
Mandela Metropolitan University as a master student in public administration. 
 
I hereby humbly request permission to conduct a research study which is an assessment on the 
implementation of the Performance Management System within the Department of Education: 
Graaff-Reinet District. 
 
Your permission to do the research is of great importance in making my studies a success. The 
identity of participants will remain anonymous and the information given will be treated with 
confidentiality. 
 
Thanking you in advance 
 
Yours respectfully 
 
 
_________________ 
Mrs.E.M.Ngemntu 
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This serves as confirmation that the thesis by EllouiseNgemntu for the Masters degree in 
Public Administration has been submitted to me for proofreading and language editing. 
 
 
R van der Merwe 
25 November 2013 
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Tel . +27 (0)41 5042855   Fax. +27 (0)41 5041661  
Noxolo.mngonyama@nmmu.ac.za 
Ref: H/13/ART/PGS– 004 
14 MAY 2013 
Mrs E M Ngemntu 
5 PHILLIP STREET 
SUNNYSIDE 
GRAAF-REINET 
6280 
Dear Mrs Ngemntu 
AN ASSESSMENT OF THE PERFORMANCE MANAGEMENT SYSTEM WITHIN THE DEPARTMENT OF 
EDUCATION: GRAAF-REINET DISTRICT  
Your above-entitled application for ethics approval served at the RTIHigher Degrees sub-committee 
of the Faculty of Arts Research, Technology and Innovation Committee. 
We take pleasure in informing you that the application was approved by the Committee. 
The Ethics clearance reference number is H/13/ART/PGS - 004, and is valid for three years, from 08 
May 2013 – 01 August 2016.  Please inform the RTI-HDC, via your supervisor, if any changes 
(particularly in the methodology) occur during this time.  An annual affirmation to the effect that the 
protocols in use are still those for which approval was granted, will be required from you.  You will 
be reminded timeously of this responsibility. 
We wish you well with the project.  
 
Yours sincerely 
Mrs N Mngonyama 
FACULTY ADMINISTRATOR 
cc: Promoter/Supervisor 
HoD 
 School Representative: Faculty RTI 
• PO Box 77000 •  NelsonMandelaMetropolitanUniversity 
• Port Elizabeth • 6031 •  South Africa •  www.nmmu.ac.za 
• South Africa•  www.nmmu.ac.za 
110 
 
APPENDIX E 
 
5 Phillip Street 
                                                                                                                                                            Sunnyside 
                                                                                                                                                            Graaff-Reinet 
                                                                                                                                          6280 
 
 
To: The Participant 
       Department of Education: Graaff-Reinet 
 
Subject: Introduction of myself 
 
I’m EllouiseNgemntu enrolled at the Nelson Mandela Metropolitan University as a master student 
for Public Administration. I’m undertaking a research where an assessment on the implementation 
of the Performance Management System within the department of Education: Graaff-Reinet District 
will be conducted. 
 
Your participation in the research is of great importance in making this study a success. Participants 
will remain anonymous and information given will be handled with confidentiality. 
 
Yours respectfully 
 
 
________________ 
Mrs.E.M.Ngemntu 
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APPENDIX F 
 
QUESTIONNAIRE TO THE ADMIN SUPPORT STAFF WITHIN THE DEPARTMENT OF 
EDUCATION: GRAAFF-REINET 
 
1. INSTRUCTION ON HOW TO COMPLETE THE QUESTIONNAIRE 
 
Where applicable, the question should be answered with a cross   
Where you have to choose an answer please make sure that you only give one answer. 
 Please make sure that all questions are answered 
The following meaning is attached to the figure: 
1 = Strongly disagree 
2 = Disagree 
3 = Neutral 
4 = Agree 
5 = Strongly agree 
 
2. DETAILS OF RESPONDENTS 
2.1. Indicate your age by making a cross             in the block next to your age  
19-25  
26-30  
31-35  
36-40  
41-45  
46-50  
51-55  
56-60  
61-65  
 
2.2. Indicate your gender by making a cross             in the block next to your 
gender 
 
Female  
Male  
 
 
 X 
     X             
     X 
112 
 
 
 
 
 
2.3. Indicate your race by making a cross             in the block next to your race  
group 
 
African  
Coloured  
White  
Indian  
Other (please specify)  
 
2.4. Please indicate your years of service in the Department of  
       Education: Graaff-Reinet in the block below 
 
 
 
2.5. Please indicate your highest qualification passed by making a cross               
in the block next to the qualification. 
Grade 10/Standard 8  
Grade11/Standard 9  
Grade 12/ Standard 10/ Matric  
Diploma  
Degree  
Honours Degree  
 Masters  
Doctoral   
Other, please specify  
 
 
2.6 Please indicate your Home Language 
 
Afrikaans  
English  
Xhosa  
Others (please specify)  
 
 
 
 
 
 
 
 
 
 
 
 
 
     X 
     X 
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Questions Answers 
 Strongly 
Agree 
Agree Neutral Disagree Strongly 
Disagree 
1. The department’s objectives and strategy were 
properly communicated to you as an employee. 
5 4 3 2 1 
2. The performance management system develop 
partnerships 
5 4 3 2 1 
3. The department’s developmental approach is in line 
with the Performance Management policy 
5 4 3 2 1 
4. The performance management system makes 
provisioning for the previous disadvantage. 
5 4 3 2 1 
5. You are actively part of the performance and 
business plan of your workstation for the following 
performance management and development system 
cycle. 
5 4 3 2 1 
6. You freely and confidently discuss your 
development progress in order to reach the goals 
mutually agreed upon. 
5 4 3 2 1 
7. Reviews are being done on a quarterly basis and on 
time. 
5 4 3 2 1 
8. Available funds is adequately spent for the 
development needs of the employee. 
5 4 3 2 1 
9. Job description are clearly identified and 
agreements are being signed within 2 months of 
assumption.  
5 4 3 2 1 
10. The distribution curve is implemented effectively 
and efficiently. 
5 4 3 2 1 
11. The performance management system creates 
conditions for staff to perform optimally. 
5 4 3 2 1 
 
12. Assessment of work performance is viewed as 
being judgemental. 
 
5 
 
4 
 
3 
 
2 
 
1 
13. The implementation of the performance 
management system meets the needs of the 
employee. 
 
5 
 
4 
 
3 
 
2 
 
1 
14. The performance management policy is made 
available for consultation in all languages. 
 
5 
 
4 
 
3 
 
2 
 
1 
15. The implementation of the performance 
management system is negatively affected because of 
personal attachments. 
 
5 
 
4 
 
3 
 
2 
 
1 
16. The implementation of the performance 
management system is negatively affected due to lack 
of finances. 
 
5 
 
4 
 
3 
 
2 
 
1 
17. The implementation of the performance 
management system are negatively affected due to 
poor leadership. 
 
5 
 
4 
 
3 
 
2 
 
1 
18. The implementation of the performance 
management system are negatively affected due to 
lack of understanding. 
 
5 
 
4 
 
3 
 
2 
 
1 
19. When improving a qualification acknowledgement 
or a reward is given. 
 
5 
 
4 
 
3 
 
2 
 
1 
20. Based on your assessment when having a 
grievance the right grievance procedures are followed. 
 
5 
 
4 
 
3 
 
2 
 
1 
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Strongly 
Agree 
Agree Neutral Disagree Strongly 
Disagree 
21. The performance management system give clarity 
on your role in the achievement of departmental and 
provincial goals. 
 
5 
 
4 
 
3 
 
2 
 
1 
22. The performance management system in most 
cases provokes anxiety. 
 
5 
 
4 
 
3 
 
2 
 
1 
23. You are always aware what your final appraisal 
score is. 
 
5 
 
4 
 
3 
 
2 
 
1 
24. Records are done on a daily or weekly basis on 
what you have done as proof of work done effectively 
and efficiently. 
 
5 
 
4 
 
3 
 
2 
 
1 
25. When you are not fully effective in your work 
situation you are experience identification and 
resolution of unacceptable performance by line 
manager. 
5 4 3 2 1 
 
Opinion 
26. In your own opinion how do you feel about the implementation of the Performance 
Management System at your workstation? 
...................................................................................................................................................
...................................................................................................................................................
...................................................................................................................................................
...................................................................................................................................................
...................................................................................................................................................
...................................................................................................................................................
...................................................................................................................................................
...................................................................................................................................................
...................................................................................................................................................
...................................................................................................................................................
................................................................................................................................................... 
27. The performance management system initially gives you the freedom to absorb new 
information, learning at own pace, establish areas of development to be successful in the work 
environment. Does development give the opportunity to freely engage in learning and 
development? 
YES NO 
Please motivate your answer 
...................................................................................................................................................
...................................................................................................................................................
...................................................................................................................................................
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...................................................................................................................................................
................................................................................................................................................... 
28. To be encourage and to remain flexible in a work situation are important. Does the 
implementation of the Performance Management system makes you feel encourage and 
flexible? 
YES NO 
Please motivate your answer 
..................................................................................................................................................................
..................................................................................................................................................................
..................................................................................................................................................................
..................................................................................................................................................................
....................................................................................... 
 
 
 
 
 
 
 
